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. However, they came over our ship one hour early and consequently we launched 
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At the opening of the meeting General Taylor tabled a list of nine 


points concerning the Cuba operation on which he wanted additional information 
from CIA. CIA agreed to provide this information as soon as possibie Pint “4 
hope was also expressed that the interviews could be finished this week and 
that the final report would be ready for the President by the 15th of May. 


ADMIRAL CLARK 


Admiral Clark, the Commander of the Navy Task Group in the operation, was 
the first person to appear before the Group. In his introductory remarks he 
made the point that all the orders he had received were good dispatches and ἢ 
clear and that they were all carried out fully; that his evacuation efforts, 
however, were difficult because he couldn't fire back and because the waters in 
the Bay were restricted. 

QUESTION: With regard to the one«hour period when you were flying CAP 
for the CEF air unit there is some indication that there may have been a mis- 
understanding on the time. Please describe what happened. 

ANSWER: Yes. We were ordered to fly cover for the CEF bombers from 0630: 
to O730 Romeo on the morning of the 19th of April. “However, I decided to play 
this one safe and ordered my people to be on station one-half hour early in 
the event that the CEF aircraft made the trip quicker than they had anticipated. 


our aircraft immediately. We arrived over the beach area forty minutes before 
0630 Romeo. However » by that time the CEF aircraft had already made ‘their 
strikes and left. 

At this point Mr. King was requested to check with the CEF air forces 


and determine what caused the time discrepancy. 

QUESTION: Would you deseribe what you saw on the reconnaissance flights 
on Dtl and D+2? ; 

COMMANDER McGRIFFIN: οὐ D41 at approximately 1530 there was lots of 
traffic moving down the east side of the Bay. There were a mmber of tanks , 
trucks and there were six or eight burned-out busses. ‘The tanks were not 
burned out apparently, however, because while they were stopped on the first 
flight at 1530, we checked again at 1730 and by that time they had moved. 


On D+2 we saw some burned-out friendly tanks. ‘The enemy bad established a 
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roadblock in an area north of the beachhead. A large number of trucks and 
forces were converging on the area from all directions. About 1200 on Dre 
we saw the CEF all bunched up at the little resort on the beach. 

QUESTION: You got the impression that there was a rapid and intensive 
reaction by Castro? 

ANSWER: Yes, sir. 

QUESTION: Admiral Clark, do you have any recommendations that you'd 
like to make with regard to the Cuba operation or δὴν future operations of 
this sort? 

ANSWER: I believe it went better than we had a right to expect. Pos- 
sibly once the rules of engagement have been established, it would be desir- 
able to give the commander on the spot a freer hand. 

QUESTION: What do you think were the reasons for failure? 

ANSWER: One obvious reason was that surprise was not achieved. 

RESPONSE: All the evidence we have had to date indicates that tactical 
surprise was achieved. 

ANSWER: Well, the opposition formed awfully fast. I think Castro's 
people saw the CEF force from a lighthouse and they also could have seen them 
from the air. Another possible reason for failure was that the beach was not 

‘as advertised. It was supposed to be a sandy beach, whereas it was coral. 
Furthermore, the opposition was not as advertised. 
QUESTION: Could they have been seen by the lighthouse? . 

ANSWER: Yes, sir, they could have seen us very clearly from the light- 
house. 

MR. DULLES: We have no evidence of any reports originating from this 
lighthouse. I'l. have to talk to Mr. Lynch. 

STATEMENT : With regard to the evacuation of the CEF force, on the 
last dey we couldn't have evacuated the force unless Were prepared to fight 
our wey in. If we'd been allowed to use counterforce we could have taken 
them all out. On D+t3 we started our destroyers cruising along the beaches 
& couple of miles from shore at night and five miles fram shore during the 
days so that the survivors could see us and would come out. A group of 
refugees of the invasion force did make their way to the keys west of Cochinos 
Bay and we picked them up. However, we picked wp no one on the east side of 
the Bay. Without using counterforce it was impossible to move in to pick up 


survivors during the daylight because we were straddled by artillery fire at 


three miles offshore. evs 
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QUESTION: With regard to the possibility of the invasion forces having 


been sighted from the air, did any aircraft fly over or did you pick up any 


airliners? 

ANSWER: Yes. Furthermore, since the convoy formed in the daylight, it 
could have been seen from the air. | 

STATEMENT: Well, let's ask Colonel King to checkwith the people that 
planned the naval portion of the operation and determine whether or not this 
lighthouse had been considered as a factor in the operation, and whether or 
not the force was supposed to come within sight of the lighthouse. 

LIEUTENANT COLONEL EGAN 

At this point Admiral Clark and the officers of his command left and 
Lieutenant Colonel Egan appeared before the Group. Colonel Egan stated that 
he was the operations officer for the project. 

STATEMENT; Prior to September the Cubans were being trained as guerrilla 
teams. I went down on an inspection trip, during which the Guatemalan revolu- 
tion broke out. We were concerned about the possibility of losing our bases. 
President Ydigoras requested that we make an airborne landing, which we did. 

I was in command of the outfit. Washington gave us permission to do this, but 
I operated under the Mission Chief in Guatemala. 

MR. DULLES: We can give you the facts on this. 

COLONEL EGAN: Following the Guatemalan revolt I was sent down to 
organize the brigade. On the 20th of Novenber 1960 we had about 420 members 
in the Cuban force. During this period we were trying to build up our brigade 
and by the 8th of December we initiated a seven-week training program with 
spproximately 575 to 600 troops. 

QUESTION: Who were the trainers? 

ANSWER: At this time I had five American trainers and Cuban officer 
personnel to assist in the training. However, it must be remembered that we 
weren't dealing with raw recruits. 

QUESTION: Hoa/did you determine the background and potential leadership 


capabilities of the various persons in the brigade? 
-3- 


ASW 
-sEeRBE PARAS 


ANSWER: We had background files on each man. However, the actual 


selection for leadership positions depended on ‘the performance of the men in 
the field. 

QUESTION: Did you have political problems? 

ANSWER: At first, yes. However, as it became obvious that no one 
received any special privileges and that all ranks were only temporary, and 
that if a man selected for ‘@ position of leadership couldn't handle the posi- 
tion he went back to the ranks, when these factors became evident the political 
problem subsided. 

QUESTION: Tell us something of Pepe. 

ANSWER: He came from a long line of militery officers. His father Was 
& General in the Cuban Army. Pepe was a Captain in the Cuban Army. He had 
trained at Fort Benning, Georgia. He could work with anyone. He was earnest, . 
proud, self-sacrificing and a natural born leader. 

QUESTION: Did you say you had ample leadership and training? 

ANSWER: Adequate leadership and training, yes, but not experience. 
Twenty per cent of our troops, however, were former soldiers, 

QUESTION: Did you have any reservations as to the readiness of this 
force? 

ANSWER: No, I felt that each week they delayed would bring a retro- 
gression in the force. 

QUESTION: Was there ever any discussion of U.S. participation or direct 
assistance in this operation, militarily speaking? 

ANSWER: Yes, there were rumors » but we carefully pointed out that diplo- 
matic and logistical support would be given, and the lines of communication 
would be kept open. Beyond this, however, no support could be expected from 
the United States. 


“, 


QUESTION: Did they feel betrayed when the United States aircraft didn't 
come in? 

ANSWER: Yes. It was obvious that the enemy was using jets and the 
United States jets were ‘visible to then end, of course, they couldn't under- 
stand why they didn't come to their assistance. 

QUESTION: Then it was a natural reaction rather than their having been 
told that the United States would enter on their behalf? 

ANSWER: Yes. 


EYES ONCY 

QUESTION: Did you think that the United States aircraft would come in 
and support the force? 

ANSWER: I hoped so, but I didn't believe ao. 

QUESTION: Were instructions given as to what to do if the operation. 
failed? 

ANSWER: Yes. 

QUESTION: What? 

ANSWER: ‘There were several contingencies: (1) If we passed the code 
word they were not to make the landing. (2) If the landing malfunctioned due 
to heavy surf or enemy opposition they were to disperse according to plan. 
They were to be evacuated by boat » and 48 a last resort they were to disperse 
and continue guerrilla operations in the Swallp. \ 

QUESTION: Were any specific arees in the swamp assigned for guerrilla 
operations? , 

ANSWER: No, sir. 

QUESTION: Then when they fell back to Blue Beach they were doing what 
they were supposed to do so that they could be evacuated? 

ANSWER: Yes. 

QUESTION: Could a man penetrate and live in the svamp? 

ANSWER: Yes, a man could penetrate, but a unit couldn't, and there was 
enough small game, fish and fresh water in the swamp that men could survive. 

QUESTION: If you had to evacuate the men by sea how would you have 
moved them out? 

ANSWER: By the same boats that brought them in. We had 36 183-foot 
aluminum ships. As I recall, I thought he mentioned that the men were search- 
ing for and using indigenous boats. 

QUESTION: Do we have any evidence that Pepe ever gave the camand for 
the force to become guerrillas? 

ANSWER: No. 

QUESTION: Do you believe that some of the men of the force could have 
come through the swamp? 

ANSWER: Yes. 

COLONEL EGAN: The pilots of the aircraft carrying the airborne troops 
said that the troops at DZ-l were attacked by approximately 800 militia. 


QUESTION: Τὸ you beHeve that the landing was ἃ surprise? 

ANSWER: Yes, sir, because the time it took Castro to get tanks and 
artillery to the beachhead area were the exact times that we thought it 
would take to move this equipment from known positions. 


QUESTION: Did you like the terrain for this operation in the Zapata 


area? 


ANSWER: On the basis of the restrictions, yes. This would have worked. 
These boys were good. - The only thing they lacked was ammmnition. 

STATEMENT: Four out of five drops were successful. We don't know what 
happened to one drop over Red Beach. 


QUESTION: How many instructors dia you end up with? 
ANSWER: Forty-four. 


STATEMENT; I didn't have one AWOL for three weeks before the landing, 


and no one failed to go with the force » nor failed to jump with the airborne 
unit. 


QUESTION: Who screened the people assigned to this force? 
MR. DULLES: First the Cubans and then our Counterintelligence people. 
COLONEL EGAN: We had four double agents. 


QUESTION: Do you think that agents got word back to Castro as to what 
you were doing? 


ANSWER: Yes. Retalluleu had 120 card-carrying Commnists, including 
the Mayor. However, in an attempt to maintain security, I stopped all out- 


going mail three weeks before the operation, and all incoming mail was stopped 


for seven days prior to the operation. Of course, these troops had a mumber 
of secret channels. 


QUESTION: Was your camp adequate? 


ANSWER: It could have been better, but it was adequate. 


QUESTION: Why wasn't it possible to rehearse the amphibious lending? 


ANSWER: We did have a partial rehearsal, but we couldn't bring the 
vessels to the Pacific side where our camp was for this would have meant 
bringing them through the Panama Canal. 


QUESTION: Σ want to go back to the guerrillas. Who might have eluded 
capture? 
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ANSWER: A number of men from most of the positions. All these men 
were given compass and map reading and other guerrilla training. 

STATEMENT: ΤῸ sum up the guerrilla situetion then, there was no par- 
ticular training directed toward it, as such, primarily because you had pretty 
good guerrillas to start with. . 

COLONEL EGAN: Yes, sir. 

STATEMENT: Also, for morale reasons you had not briefed the entire force 
on the possibilities of having to take to the Swamps 88 guerrillas. However, 
the day before the force left you did brief the commanders on guerrilla opera- 
tions and the fact that you felt that the primary means of evacuation was sea~ 
borne and airborne evacuation, and only if all other things failed woulda the 
force attempt to operate as guerrillas. 

ANSWER: Yes, air. 

QUESTION: What would have been the consequences if, just before this 
invasion was launched, the men haa been directed to conduct guerrille type 
operations? 

ANSWER: They probably would have revolted. 

QUESTION: But I understood that they initially wanted to go in as 
guerrillas? 

ANSWER: Yes, but we showed them the advantages of mass firepower » end 
I believe that they were convinced that the shock action against Castro's 
forces in meeting this firepower would cause the militia to break and run, 
and spark mass defections. 

QUESTION: Then while the Cuban exiles originally wanted to conduct 
guerrilla operations they had been convinced that this was a rather unre- 
tunerative approach to the problem? 

ANSWER: Yes, sir. 

QUESTION: Where are the refugees being debriefed? 

ANSWER: At Miami, Puerto Cabezas, Norfolk and Vieques. 

STATEMENT: While we don't want to get into the matter in too much 
detail here, 10 seems that for historical reasons it would be a good thing 
if CIA woulda prepare an after action report on the over-all operation. 

ANSWER: Yes, we are doing that. 


SECREP- 
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QUESTION: What would have happened if the Operation had been called off 
after the first part of April? 

COLONEL EGAN: It would have depended upon the posture they were in at 
the time. If it had been called off after they were actually on the way they 
would have taken over and kept going. I was informed that if the operation was 
called off they would take over. They said that as a friend we want you to 
direct all your people not to resist if this comes about, because we don't want 
anybody to get hurt. Consequently I had all our people turn in their side arms. 
I would say that after the lst of April it was a go operation. 

STATEMENT: With regard to the merchant ships that vent into the beach- 
head area, let's determine just what orders were given to the ships and by 
whom. Also; let's look into Lynch's story about the fact that they were going 
to take ammunition into the beachhead area in an ICI, but by the time the opera- 
tion could be undertaken it would have been daylight before they arrived, so 
the mission was cancelled. 

MR. McGEORGE BUNDY 
The Group reconvened at Mr. McGeorge Bundy's office at 1415. In 


attendance were: 


GENERAL TAYLOR MR. McGEORGE BUNDY 
MR. KENNEDY COMMANDER MITCHELL 


MR. DULLES Lf COLONEL TARWATER 


(The notes of Mr, Bundy's interview have been replaced by 
the memorandum dated 4 May 1961.) 
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THE WHITE HOUSE 
WASHINGTON 


SQMERCRET— May 4, 1961 


Dear General Taylor: 


I regret to say that Iam not satisfied with the account of our 
interview which appears in the Memorandum for Record sub- 
mitted to me today by Colonel Walmsley. It seems to me that 
I can do a better job of presenting my views on this matter by 
sending you a memorandum covering my position on the points 
which are discussed in the Memorandum of Record. 


The President on his entry into office was faced with a decision 
of disbanding or using the Cuban force in Guatemala. He was 
informed that the force must leave Guatemala within a limited 
time, and that it could not be held together in the United States_ 
for along period. It would begin to deteriorate; its existence 
could not be kept quiet; and if it were disbanded within the 
United States the results would be damaging. 


When the Cuba plan was initially presented to the President, 

he did not like the scherme for an amphibious landing. He 
requested that a plan be drawn for infiltration of the force so 
that it might emerge as a Cuban force already on Cuban territory. 
The report from CIA was that this notion was not likely to be 
successful, and instead the agency proposed a modified plan for 
an unopposed landing in a much less populated area. This was 
the Zapata Plan presented by Mr. Bissell in the middle of March 
1961. As work on this plan progressed, the gradual impression 
developed that on balance the CIA preferred this plan to the 
original Trinidad Plan. 


It was clearly understood that the Air battle should be won. The 


i views of the Joint Chiefs were presented in writing, and while 
| there was no clear discussion of the opinion of the Joint Chiefs 
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as to the relative merits of the two plans, 1 think these two 
statements are correct: (1) that there was no impression 

left that the Joint Chiefs as such preferred the Zapata Plan; 

(2) it was clearly understood that they had approved the plan 

and favored the operation on this revised basis. I base this 
statement upon the fact that the President repeatedly asked 

for the opinion of representatives of the Defense Department 
including members of the Joint Chiefs, and was invariably 
informed that the Defense Department favored the operation. 

Ido not think this was merely a matter of “concurrence by 
attendance." The military certainly wanted the operation to 
proceed; I do not think that this was because of a deep convic~ 

tion that this was the best poasible plan -- it was rather tmt in 
view of the absence of desirable alternatives and the press of time, 
the military believed that the prospects were sufficiently favorable 
so that it would be best to go ahead. I would not wish to go 
further into detailed analysis of the motives or positions taken 

by the Joint Chiefs. 


Success in this operation was always understood to be dependent 
upon an internal Guban reaction, The first military phase 

would have been considered successful if it had established a 
beachhead that could be supplied effectively from outside and 

joined from inside by defecting Cubans. I do not think that the 
President was led to feel that the landing operation depended for 

its first success on immediate uprisings throughout Cuba. On the 
other hand, reports were made in the last few weeks that gave some 
hope that the chances of defections and uprisings were growing, 


One of the serious misunderstandings in this operation, in my 
opinion, was over the practicability and likelihood of a guerrilla 
operation by the landing force. The President repeatedly 
indicated his own sense that this option was of great importance, 
and he was repeatedly assured that the guerrilla option was a 
real one. As one listening in the same way that he listened to 
moat of the discussion before him, I was left with the clear 
impression that unless there was a quite unexpected catastrophe 
in the beaching process itself, a substantial portion of the force 
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would almost certainly be able to survive for a prolonged period 

in guerrilla operations, Ido not think there was any extended 
discussion of the relative quality of the Zapata Plan as against the 
Trinidad from a guerrilla standpoint. There was a considerable 
discussion of the option of a sea evacuation, but I do not recall 

that there was a clear decision as to which of these secondary 
alternatives would be preferable, My point is simply that the 
President steadily insisted that the force have an alternative means 
of survival, and that he was steadily assured that such an alternative 
was present, As TI recall it, the report of the Joint Staff on the 
Zapata Plan explicitly included assurances on the guerrilla option. 


While it was recognized that the invasion force was much smaller 
than Castro's army, let alone his militia, the argument for landing 
it was that it would have much greater fire power, tOgether with 
air supremacy, while the enemy would have to come toward the 
beach along narrow defiles. The invasion force would win the 
first battle because its soldiers were better fighters, with better 
equipment. After they had won this first battle, the balance 

would change; the will to fight of the Castro forces would be re- 
duced; defections would begin; uprisings would occur in other parts 
of the island, and so on. : 


One startling omission, in retrospect, is the failure of any of 

the President's advisers to warn: of the danger of the T-338. I 
suspect that one reason for the later decision not to launch an air 
strike on the morning of D-Day was that this capability of the Castro 
air force was never put forward as significant. 


While in retrospect I believe that too much attention wag given 

to what General Taylor has called the question of “attribution, " 

it certainly was believedt hat it would make a great political 
difference to have this force essentially Cuban, The Americans 
were offering moral, political and logistical support, but not battle 
forces. A question of shading is of course involved. At any 

rate, on March 29th or April 4th there was a direct statement 

by the President in a meeting that he wanted all U. S. forces out 
of the operation, and I recall no word of opposition to this decision 
at this meeting. Afterwards, there was further discussion, at 
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which I was not present, between the Department of Defense and 
the CLA, and agreed revisions were worked out. If those 
responsible for military judgment on the operation felt that the 
President's instructions were unacceptable, it seems to me 
that there certainly should have been some statements of this 
view, 


In my meeting with General Taylor and his advisory group, I was 
asked about the decision not to permit an air strike by the Cuban 
invasion force early on Monday morning. This is a matter 

which arises from a conversation with the President and the 
Secretary of State, and I do not believe I am the right man to 
comment onit. Ido have the recollection that during the 
presentation of the Zapata landings, the impression was con- 
veyed to the President that there would be no strikes on D-Day that 
could not plausibly come from an airstrip in Cuba, 


I have the general impression that all of those concerned with this 
operation were gradually put into an intrinsically unsound position 
because of the increasingly critical Cuban situation and the lack 

of desirable alternatives. Under these pressures the military 
planners, who had been given instructions by an earlier Administra- 
tion, became advocates, rather than impartial evaluators of the 
problem. Moreover, 1 believe that many people were reticent 

in their representations to the President, 


Mistakes were made in this operation by a lot of people whom the 
President had every right to trust, as a result of circumstances 
of all sorts. In the future, any such plan should have much more 
careful preparation and evaluation, and the President should 

have intelligence estimates presented to him by others than ad- 
vocates, In the future also the President should have an explicit 
White House review, so that he can have an independent judgment, 
especially on points of interdepartmental responsibility. 


I do not concur in any judgment that this ope ration was "run 
from the White House.'' What happened was rather that as 
trouble began to develop after D-Day, there was steady pressure 
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on the President for a relaxation of rules which had previo usly [ 
been made, and in the light of changing circumstances some 
such relaxations were authorized. Only in the case of the 
decision on Sunday with respect to the D-Day strike was there 
an operational modification that restricted, instead of enlarging, 
the authorizations to the CIA, This, as I have said, is a matter 
on which others can comment more effectively thanI. Never- 
theless, I would agree that the rules of action should be more 
clearly stated in the future, and responsibility delegated within 
those rules to a man near the scene of action, I regard this as 
a somewhat academic point, because I doubt very much whether 
large-scale operations of this sort can or should be "covert, " 


I accept as accurate the statement of my views which runs from 
the middle of page 13 through the middle of page 14, and I spe- 
cifically endorse the comment attributed to me that if the military 
had said at any time that calling off or modifying the air strikes 
would cause the operation to fail -- or even damage it severely -- 
the President would have reversed any such decision as that on 
Sunday, 
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and evaluation as to whether or ON will be effective. 
Furthermore, the President should have intelligence estimates 
presented to him by others than advocates. 

QUESTION: What about interdepartmental cooperation. 

ANSWER: I wouldn't be a good judge of this. However, I 
wouldn't become involved in such a plan again without knowing 
what the interdepartmental cooperation was. In the future the 
President should have an explicit White House review. He should 
hear something from other than advocates. 

QUESTION: Would it have been feasible to let the DOD handle 
the operation, say, with CINCLANT running it with a POLAD alongside 
and operating within established parameters, Would it be better 
to have ἀῦ run this way or to have it run from the White House. 

ANSWER: I don't think we controlled the operation from the 
White House. 

RESPONSE: The messages make it appear that it was very close 
to this. Was this desirabie, 

ANSWER: I think it would have been better to set forth more 
clearly established parameters and then delegate the responsi-~ 
bility. 

. ~~ STATEMENT: My own judgment is that while this is important 
from the lessons that can be learned, I don't think it was just 
one thing that caused the failure of this operation. I think 
there are a number of lessons to be learned: (1) If you take on 
the political risks of this sort of an operation you must succeed 
big and quick. I think the concept of possibly starting a pro- 
longed civil war might have been more damaging than the defeat we 
suffered, (2) I think that in a new administration everyone 
must make an unusual effort to overcome their natural reticence 
in the presence of the President and be completely frank with him. 
(3) The obsession with secrecy made for a less careful study of 
the plan than would have otherwise been made. I think there were 
a number of reasons that led both the CIA and the military to 


become advocates rather than impartial judges of the plan, 
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(5) I think the quality of the estimates oF Castro's forces was 
a serious factor. For example, their operational doctrine was 
estimated to be virtually nonexistent, and yet they seemed to 
have a very clear understanding of the value of control of the 
air. (6) I don't think we worked hard enough to advise the 
President and I am not sure that all of us felt we were his 
advisors on this project. (7) I think the misunderstanding of 
the likelihood of the requirement for guerrilla operations was 
serious. (8) We exaggerated the necessity to do something with 
the Guatemala force. (9) As I reflect on the covertness of this 
operation, I'm amazed that we thought there was a chance of 
deniability. (10) I think the men that worked on this got into 

a world of their own, I don't believe the failure was "because 

of the want of a nail." 

QUESTION: What about the desirability of using U. 8. advisors 
dn Cuba as we did in Korea? 

ANSWER: If there were Americans in the land force the 
President was misled and I'd have been against it. 

GENERAL TAYLOR: I don't believe the military view, such as 
held by Colonel Hawkins, was strongly presented to the President, 

MR. KENNEDY: People that actually have to carry the operation 
through don't have access to the President. 

MR. BUNDY: 1 had the strong feeling that if the military had 
said that calling off the air strikes would have caused the 
operation to fail the President would have reversed his decision. 

MR. DULLES: One thing I'm not clear on is whether or not 
the forces encountered by the invasion force were Castro's elite. 
Actually I blame myself a bit on the guerrilla thing. I think we 
were misled by the fact that Zapata was a traditional guerrilla 
area, because the only real course of action in the event the 
operation didn't succeed was sea evacuation. 

MR, BUNDY: ΟἿ think there was nothing wrong with the organ- 
ization, as such. I believe that failure resulted from the 


failures to give the President the help he needed, 
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(The following notes are : record, but represent the 
general substance of EYES-O ΝΟ 


MR. ROBERTSON 

The first person to appear before the Group was Mr. Robertson 
who had been aboard the BARBARA J. He stated that their mission 
on the BARBARA J. was to escort the HUSTON, to provide beach 
‘markings, and to provide gunfire support for the troops at Red 
Beach. He further stated that the BARBARA J. was armed with nine 
-50 cal. machine guns, three .30 cal. machine guns, and several 
other .30 cal. automatic weapons, 

STATEMENT: We were due to arrive at Red Beach at 0100 and 
we arrived there at 0115. The weather was fine and everything was 
gust fine for the landing. I went in with the beach marking crew. 
We met no enemy resistance in marking the right side of the beach, 

QUESTION: Did. you run into any coral? 

ANSWER: Yes, but we had only minor difficulty with it. 

STATEMENT: After marking the right side of the beach we moved 
over to the left side. When we were about 40 yards offshore they 
opened fire on us with what I believe were a number of small auto~ 
matic weapons. We engaged them with our .50 cal. machine gun and 
our .30 cal. machine gun which were mounted on our boat. We never 
got the second marker light set. However, I provided the marking 
‘by blinking with my hand flashlight and it worked all right. They 
got in 0. K. When the troops went ashore there was a lot of firing. 
About 50 militia came out of the city. They apparently had been 
there on a vacation. ‘They didn't turn out the lights in the 
village, which was rather dimly lighted, and there was a huge 
construction project south on the west side of the beach that had 
extremely bright lights burning. Within 20 minutes after the 
landing six or seven trucks started from the construction project 
with armed men aboard, 1 called in fire from the BARBARA J. and 
the first burst of .50 cal. and 75 mma shells hit the truck colum 
and stopped 10, We were later told that the men aboard the trucks 
dropped their guns and ran, believing that we were part of a major 
sea invasion force. After I was engaged the commander of Red Beach 
departed with about two-thirds of his craft because he felt that 
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he should get ashore as soon as possible. Each of these men had 
96 rounds of ammunition, plus about 80 rounds of additional 
ammunition, On the second trip back to the beach I received 
machine gun fire from the left flank and one of the men in my boat 
was Killed, Then I heard some explosions which I believed were . 
incoming mortars or possibly 80 mm artillery. 

QUESTION: Were you visible on the water? 

ANSWER: No, sir, the moon was gone... , 

STATEMENT: About an hour before daylight I noticed that the 
movement ashore wasn't Progressing. [I didn't hear any boats 
moving. I heard that the HUSTON Was having trouble with her boats, 
80 I got two rubber boats from the BARBARA J, and went over to the 
HUSTON and found eight aluminum craft tied on the opposite side of 
the ship not being used, It was the 5th Battalion Commander's 
responsibility to get the men. from the Huston ashore, However, 
he wasn't in any hurry and he didn't want me to take the boats and 
men in. Anyway we started ashore. As we were moving in it was 
gray, just at first daylight, about 0600, About this time a B-26 
came at ud on the deck firing at us with his .50 cal, machine guns. 
On his first pass we didn't have time to do much but duck, but on 
the next pass, since we had a -50 cal. and a .30 cal. machine gun 
and four BARs aboard, I decided that rather than just be shot at 


“we should Shoot back. On the next Pass we fired at him and he 


wounded one of my men, However, on the third pass when he passed 
over he came so close that we could feel the propwash, but after 
he passed over he started smoking, and we later heard that he had 
crashed. Immediately following this first B-26 another came in 
making firing passes, Then our C-i6s came in with our paratroopers 
and they had two of our B-26 aircraft flying cover, Following this 
a Sea Fury came in. He fired rockets and strafed the HUSTON and 
the BARBARA J, and these two Ships, with most of the 5th Battalion 
and supplies aboard, moved out six miles, 

QUESTION: Why weren't the ships unloaded? 

ANSWER: Because of the press of time, 
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QUESTION: Why do you think you were unable to unload during the 


time you had? 

ANSWER: Possibly we were a little overoptimistic in our planning 
and possibly because of the complete darkness. | 

QUESTION: How much tonnage did you have to go ashore? 

ANSWER: I don't know exactly in terms of tonnage. However, we had 
a 10-day supply for the Red Beach personnel. 

RESPONSE: ‘That's a lot of eee trips. 

ANSWER: Yes, sir. Of course, it would have worked if Castro's aircraft 
hadn't showed up. 

STATEMENT; After we'd pulled out six miles we started back in. 
However, about that time a jet aircraft came in and fired two rockets into 
the HUSTON and two rockets into the BARBARA J. He split the seam on the 
BARBARA J. and πὸ started taking water and the HUSTON reported no steerage 
end was heading in toward the beach. We directed that the HUSTON put its 
engines in reverse and told them that then we'd tow them out. However ; the 
HUSTON had started to sink and he was under attack by 8 B-26, and there 
was gas on the water, so the Captain ran the HOUSTON aground about 50 to 15 
yards offshore and all the men jumped off in their life jackets. About 45 
minutes after the grounding I received word that approximately 170 men 
from the HUSTON wanted to be evacuated. However, we had orders to rejoin 
the fleet because it was under oir attack. So I told the men from the 
HUSTON to consolidate and wait. I told them that they couldn't count on 
us to evacuate them, but that we would resupply them, and transport them. 

I told them they should try to rejoin the troops on Red Beach. 1 then 
asked them to describe their position, and told them that we'd air drop 
some equipment and supplies to them. They described their position and 
stated they also wanted boats so that they could get some supplies off the 
HUSTON which they could take into Red Beach. About a half an hour after 


this communication Castro's aircraft started to attack the HUSTON again. 


. I believe they may have intercepted the message Whichiteécribed the men's 


position and talked about the Supplies aboard the HUSTON. 
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STATEMENT: On D-Day a brave thing happened. One of our two’ 
B-268 was shot down and the other one was out of ammunition and 
yet he asked what he could do to help. I asked him if he would 
circle us and run a bluff to keep Castro's aircraft away. He did 
this until he had only enough gas to get back to base with a 15 
minutes fuel reserve, 

QUESTION: You could have evacuated these men if you had 
been ordered to do so? 

ANSWER: Yes, sir, However, the intent was for these men to 
Join up with the rest of the force at Red Beach, 

STATEMENT: At this point we were ordered to go out 13 miles 
and wait until night. We started out with the ATLANTICO, CARIBE, 
BLAGAR, and the LCUs. As we moved out we were under attack by a 
B-26 and a Sea Fury. The B-26 was shot down, 

QUESTION: How many men got ashore at Red Beach? 

ANSWER: Two hundred seventy out of 399. . 

QUESTION: How much ammunition did they have? 

ANSWER: Enough for two days of fire, . 

QUESTION: Is this all they had with them - their rifles 
and this ammunition? 

ANSWER: No, they had four 81 mm mortars, four light machine 
guns, some 57 mm recoilless rifles, some grenades and some BARs, 

QUESTION: They shouldn't have run out of ammunition on D-Day, 
should they? 

ANSWER: No, they must have wasted their ammunition, 

STATEMENT: I'm troubled by the fact that all you had to 
unload your supplies with were these small boats. — 

RESPONSE: Yes, sir, but all the materials were packaged go 
. that they could be handled by one man, We just formed a chain gang 
to unload the Packages and brought a boat up alongside, 

QUESTION: This procedure would have tied up a lot of men, 
wouldn't 102 

ANSWER: Yes, sir. 
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GENERAL TAYLOR: I would like to state my understanding 
now, so that the record will be clear. The order was given to 
withdraw all the ships from the beach area on D-Day at about 
2:00 P.M, ‘The order was for all the ships to rendezvous about 
13 miles offshore. You and the LCUs stayed in the convoy, but 
went beyond the 13-mile rendezvous point before you stopped, and 
the CARIBE and the ATLANTICO took off and disappeared. You 
actually stopped about 7:00 P.M., which meant you had beén 
steaming about four hours at six knots, so you should have been 
about 24 to 30 miles out. Is that correct? 

ANSWER: Yes, sir. . 

GENERAL TAYLOR: Having reached this area, you then on your 
own initiative started loading the LCUs with supplies from the 
BARBARA J. You were about two-thirds through when you got the 
orders to turn around and go in again. 

RESPONSE: Exactly, sir, The message came from Washington . 
at about 2000 or 2100, It directed the B-J to go in with a 
500-man pack. ‘The BLAGAR was to come in with the slower LCUs. 
However, the BARBARA J. was leaking and all the 500-man packs 
were aboard the BLAGAR, so it was decided that the BLAGAR would 
go in with the packs, with the B-J and the LcUs following. 
However, there was about a four-hour delay before the ships were 
ready to go in. 

QUESTION: What caused the delay? 

ANSWER: I don't know, sir. The BLAGAR was to pick me up 
and it didn't pick me up until 10:30, 

QUESTION : ‘The BLAGAR did start in then at about midnight, 
and did the B-J and ‘the LCUs follow? 
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ANSWER: I don't know. We steamed toward the beach, however, until 
about 4:00 A.M., when we were ordered to turn around. 

QUESTION: What was the speed of the BLAGAR? 

ANSWER: Ten knots. 

RESPONSE: Well, at 10 knots for four hours, it would seem that you 
could have made the beach. 

QUESTION: Did you have an order to turn around and, if so, who sent 
it? 

ANSWER: I don't know exactly what happened, but whatever happened, 
happened so naturally that I was not disturbed. I was a little fuzzy at 
this time as I had been up for four days ond four nights. 

QUESTION: Did you here in Washington know of the order to resupply 
the beaches? 

MR. KING: Yes. . It was a surprise to us to learn that they hadn't 
been supplied. We didn't know that the CARIBE and the ATLANTICO had 
taken off. . 

QUESTION: Do you recall when you realized that the beach supplies 
had not been received? 

MR. KING: After dawn the next day. 

After additional discussion with Mr. Robertson, it was decided that 
he should write a chronology of the events and submit it to the Group for 
further study. 

MR. GEORGIA 

Mr. Georgia was responsible for the communications plan for the 
operation. In making his presentation he utilized several charts show~ 
ing the communications nets and agreed to provide the Study Group with 
desk size copies for their records. 

STATEMENT: Prior to the invasion we had Morse radio communications 
throughout most of the key points in Central America. However, in 

ee =~: Island we had radio teletype. Our 
main centers in the United States were in Virginia and in Florida at the 


University of Miomi. We had agent circuits in Cuba. At one time there 


were 25 such circults. 
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QUESTION: Is the Florida communications center permanent? 


ANSWER: A decision has not been made yet. However, I am recom- 
mending that it be continued to train Jatin Americans in the future. 

. STATEMENT: For the strike and pre-strike phase we included 
another teletype link to Puerto Cabezas and another Morse link between 
Puerto Cabezas and Managua, Nicaragua. The ships were tied together 
by the TAGBAR circuit which was our operational circuit. 

QUESTION: How did Washington commmicate with the force? 

ANSWER: Originally from the L Building Signal Center. However, 
the traffic became too heavy and the 28th of December we opened the 
Signal Center at Quarters EYE. We had two circuits from Quarters EYE 
to RIMM in Florida. We put in two parallel circuits because of atmos~ 
pheric conditions and in case there was 8 requirement to pass a flash 
message. ΕΣ 

QUESTION: How long did it take to get messages from Quarters EYE 
to the LCI? 

ANSWER: ‘The clear text traffic got from Quarters EYE to the Ler 
in about four minutes. As far as code is concerned, our original plen 
was to use two cipher machines aboard the LCI as the operators. However, 
the operators aboard the LCI stated that when the stuff started coming 
in, it came in so fast that they couldn't handie it by code. Conse- 
quently on thel7th of April at about 9:00 A.M. local time the messages 
started coming in in the clear. 

STATEMENT: To the best of ny kmowledge there were no serious time ‘ 
lags in the transmission of information from the BLAGAR to Washington. 

QUESTION: What were the reasons for the cipher problems aboard the 
BLAGAR? 

ANSWER: ‘wo reasons. First, the machines broke dow. Consequently 
we had to resort to one-time pads which are time consuming. Second, the 
traffic became so heavy that the operators abandoned all efforts to 
encipher the information. 

QUESTION: With regard to sending these messages in the clear, 


didn't this seriously jeopardize the objective of non~attribution? 
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ANSWER: These messages were sent by a K~26' scrambler which makes 


it impossible to determine where the messages are coming from. 
QUESTION: Did you have a direct link with Pepe? 
ANSWER: Yes, within seven or eight minutes. 
QUESTION: How were the messages that came into Washington handled? 
ANSWER: They were immediately seen by Colonel Hawicins who made 
any tactical decisions that may have been necessary. If they involved 
higher level decisions, Mr. Esterline, Mr. Bissell or Mr. Cabell would 
take the message to the State Department or the White House. 
QUESTION: Was there a routine sending of messages to the State 
Department or the White House? 
ANSWER: No, only on special issues as determined by the higher-ups. 
MR. KENNEDY: I'd like to get all the messages that were sent out 
from Washington and those that arrived, plus all the coded messages. 
ANSWER: Yes, sir. 
QUESTION: What would you change 1f you had it to do over again? 
ANSWER: I don't think I'd change anything, except possibly to 
give further scrutiny to the cipher system and determine whether or not 
the equipment did in fact break down. If it did, we mist develop better 


equipment. 


MR. LYNCH 
At this point Mr. Georgia left and Mr. Lynch was recalled in an 

attempt to clarify what had developed after the ships: had been ordered out 
on’ D-Day. Recalling these events, Mr. Lynch covered mich the seme ground 
as Mr. Robertson and he did relatively little to clarify the chronology. 
However, he did add one new point when he stated that he may have given 
Pepe the impression that the Navy air CAP would come in and stay for the 
duration of the operation rather than advising him that the Navy air CAP 
would only be provided for one hour. He stated that this had been his 
honest impression, and that he had not purposely mislead Pepe. However, 


in fact, he had given Pepe the wrong impression. 
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At this point Mr. lynch left and Captain Rydberg, the skipper 
of the BLAGAR, appeared before the Group. After a few introductory 
remarks he was asked whether or not it was possible that the ships of 
the invasion force had been sighted by the lighthouse. He replied that 
it was entirely possible, stating that he had semn the Uighthouse very 
clearly. . Much of Captain Rydberg's testimony was essentially the same 
as that of Mr. Lynch and Mr. Robertson. Consequently, only those por- 
tions of his statements have been included that contain new or differing 
information. 

STATEMENT: We picked up the crew of the RIO ESCONDIDO and they 
rather demoralized our crew so that we had something of a mutiny aboard 
ship, in that they refused to go back to the beach again. However, I 
talked to them and pointed out that there were 1200 men on the beach 
and we were only 60 and that we had to try and help them. 

QUESTION: When did you leave the beach? 

ANSWER: About 10:00 A.M. I sent the message to take all the ships 
out to sea and give them protection. I bad to get the ships off the 
each for there was no maneuverability and we had to go slow, five and 8. 
half knots. After we got away from the beach I called the ships to join 
together, but only the B-J returned. At about this time my blue net went 
out and I had to conduct my communications through the BARBARA J. I used 
my green net to work with the BARBARA J. During this period we kept 
steaming south toward Point Zulu where we had been ordered to rendezvous. 
While enroute someone dow in the engine room from the RIO ESCONDIDO 
tried to stop the engines of the ship. Again I tried to explain the 
situation to the men from the ESCONDIDO and five of my own men as to the 


requirement for our getting supplies to the men on the beach. 
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QUESTION: Were any ES ONLY in the group that 
were refusing to go back in? 

ANSWER: No. 

STATEMENT: After I had talked to these men we continued 
on, but EZ could not find the whereabouts of the ATLANTICO or the 
CARIBE. Later I found out that they could hear me, but they 
would not answer, Finally they showed up at Point Zulu on the 
18th of April at about 1600, 

QUESTION: Did everything you wanted to send back to Florida 
have to go through the BARBARA J.? 

ANSWER: No, I had my own wireless to Florida. 

QUESTION: What messages did you receive? 

STATEMENT: The first message I received directed me to 
steam out of the Bay and stand by. The second message directed 
me to go to Zulu, and the third message directed me to go to 
Charley-Charley, a point further south. 

QUESTION: On the first night was there any discussion 
relative to sending in supplies? 

ANSWER: Yes, sir, but we were at Charley~Charley and the 
message came in too late, at about 2400, Prior to this, however, 
1 had steamed around Point Charley-Charley and unloaded the B-J 
into the LcUs. 

QUESTION: When did the ATLANTICO and the CARIBE get back? 

ANSWER: About 1600 on D+. . 

QUESTION: Did you unload the ATLANTICO? 

ANSWER: Yes, but not the CARIBE, | 

QUESTION: When did you get the order to load the LCUs and 
go back in? ) 


ANSWER: During the day of ὉΠ before the ATLANTICO end the CARIBE 
got back. 

MR. KENNEDY: The decision to permit a daylight cargo run was made 
at about 1400. 

QUESTION: When did you finish loading the L(Us? 

ANSWER: About 2230. 

STATEMENT: We were ready to go about 2300. As we headed back in 
I sent a message that unless we got support we couldn't go in in daylight. 
I requested air cover. I never got a reply to my request for air cover. 

‘However, later on, while steaming north I got @ messagelnot to go in, that 
I should remain out at sea. 

STATEMENT: Following this on D+2 there was talk about evacuation 
so I formed two convoys, ove with my ship end the two merchant ships, and 
one with the BARBARA J. and the LCUs. I steamed full speed ahead toward 
Blue Beach and sent a message at the same time requesting permission to 
go in. 1 gave Pepe an ETA of about 1630. However, Pepe said that it was 
too late. In the meantime, I got a message to lay off 15 miles to help 
evacuate. Later on I got word that the evacuation was cancelled. I was 
ebout 30 miles out from the beach heading north when the evacuation was 
cancelled. Later I received orders to go back to Charley-Charley with 
the LCUs and some of us got orders to go to Stock Island in Florida. I 
don't know where all the other ships went, but we set our course for Florida. 
Following this they asked me if I could take my ship back to Stock Island 
with only the Americans aboard for a crew. When I replied in the negative 
they told me to go to Vieques. 

QUESTION: Do you have any avggestions on how this operation might - 
have been done better? 

ANSWER: Well, I think if we'd had LSDs we could have unloaded 
right out the front instead of with little boats as we tried to do. Oh, 
and the beach wagn't the best. We lost two LCVPs in the first landing 
we made. Another thing, a man should get a ship, not one of those things 
we had. I'd like to have had something like a Coast Guard cutter. Also, 
we had ea lot of explosives and ammnition aboard. I don't know if that 
was advisable. , 


᾿ 
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GENERAL LANSDALE 

At this point Mr, Ryberg left and General Lansdale appeared © 
before the Group 

QUESTION: What part did you play in this operation? 

ANSWER: I was a Deputy to General Erskine and we had a small 
component that furnished support to the CIA. our first real action 
was last March when we obtained a radio transmitter and helped get 
it and other facilities installed on Swan Island, We also 
arranged for the use of Fort Sherman for training troops. From 
then on I continued in the support role up until December when the 
Willauer Group came into being. It was shortly after this, in 
January, I believe, when the JCS and General Gray became involved 
in the plan and our office essentially became a monitoring agency. 
Then I was gone for a month and when I came back I was made a 
personal Assistant to Mr. McNamara on much of this. We were getting 
Supplies for the operation and making facilities available - that 
sort of thing, 

QUESTION: Did you attend Special Group meetings? 

ANSWER: I attended two as Assistant to Mr. Douglas. 

QUESTION: Did you see enough of the planning to discuss how 
it went? 

ANSWER: First, I'd like to say that I am not a Monday morning 
quarterback, However, I expressed some comments that it seemed to 
me that they should do more to get a popular base for the operation. 
For many valid reasons, however, the decision was made that this 
Was not necessary, From then on we tried to support the operation 
in every way that we could, 

QUESTION: Do you believe that the Department of Defense 
evaluation and support came into the picture soon enough? 

ANSWER: Yes, sir, 

QUESTION: Was the State Department brought in on the operation 
s00N enough? 

ANSWER: That's difficult for me to say. However, I believe 
that the general concept had agreement from State, although they 
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objected to certain specific details, 
QUESTION: Should this kind of an operation be assigned 


to CIA, or should the responsibility be split, or should the 
DOD do it all? 

ANSWER: I think there should be a more clear line of command, 
However, I don't think it matters who 15. Δ command 80 long as the 
person is competent. I believe that this particular operation 
should have been handled by CIA, However, it was coming close 
to one that should have been handled by the DOD. Essentially I 
believe that there should be one leader for an operation. All 
activity should be under one leader with specialists from each of 
the other agencies and departments as required. I believe this 
could probably be handled by an ad hoc committee. 

QUESTION: You are really saying that there should be a task 
force of representatives of various agencies with one leader? 

ANSWER: = Yes, 

QUESTION: How would your concept differ from what is being. 
done now? ᾿ 

ANSWER: It would be tasking by a leader who would have 
subordinate leaders, Furthermore, I would have a means of calling 
to the attention of the President situations that couldn't be 
handled by the ordinary machinery of the Government. 

MR. KENNEDY: I think we have to come up with some sort of a 
plan so that we can take actions before the situations develop to 
the point where it is‘ almost certain that we'll get licked, 

GENERAL LANSDALE: You have to establish a method for surfacing 
the best views on what to do about a situation and get these views 
before the President. 

MR, KENNEDY: What we need is a mechanism that's continually 
in operation in the Government determining what we are going to do 
all over the world. We shouldn't just wait until the crisis is 
upon us, 

GENERAL TAYLOR: 1 disagree with the ad hoc task force concept, 
but we must have a national pattern for handling these situations, 


GENERAL LANSDALE: In developing a military capability in the 
Ἷ a 
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various nations of the world, I belfeve you have to start on a political 
base. The people in the country concerned must feel that they have some- 
thing worth fighting for and we must use the local people. 

QUESTION: Do you agree that it is not sound to isolate paramilitary 
activities from the rest of the cold war? 

ANSHER: Yes, it 18. only part of the cold war. 

COLONEL KINARD 

At this point General Lansdale left and Colonel Kinard appeared before 
the Group to give a briefing on Special Forces.’ In his briefing he explained 
that Special Forces participated in unconventional and psychological warfare, 
He explained that unconventional warfare consisted of three parte: (1) 
Guerrilla action, (2) Evasion and escape, ond (3) Subversion. He stated that 
our Special Force units are trained to organize indigenous personnel in con- 
ducting unconventional warfare. He further stated that at the present time 
there are three basic Special Force units, one in Okinawa with 364 officers 
and men; one at Bat Toltz, Germany, with 346 officers and men; and one at 
Fort Bragg, North Carolina, with 1,100 officers end men. He stated that the 


equipment is now standardized for these units. Members of the Special Force 


wits ace ators 9 cc 
ἘΝΗ͂Ν He stated that there is a back-up of Special Forces in the 


Reserve and the National Guord. ‘The Reserves have 1,456 officers and men 
authorized and 1,000 in being. In the National Guard there are 938 officers 
and men. 
| QUESTION: How is the re-enlistment rate? 
ANSWER: Good. Some of our men have served in all of the three units. 
Colonel Kinard then gave a description of the psychological warfare 
battalions and the loud-speaker and leaflet companies. He stated that at 
the present time they have psychological warfare elements in both Europe end 


the Pacific. 


QUESTION: Suppose we wanted to put unconventional warfare units in Viet~- 
Nam at this time? 

ANSWER: This would not be @ifficult. We have been training people in 
Southeast Asia, including Viet-Nom, over the dast six years. | 

At this point members of the Paramilitery Study Group had to excuse them- 


selves to attend another meeting and Col. Kinard was invited to return the 
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The first person to appear before the Study Group was 


i. who had been in charge of the counterintelligence Of 


for the Cuba operation, vo, explained in considerable ος 
detail the nature of the operation that he conducted. He stated 


that they knew in great detail about Castro!s intelligence 


services, He then described the manner in which they sereened 


potential recruits, 


STATEMENT: We would run a personal history check on the i 
people and then polygraph them, Following this we made a full-day 
psychological assessment of the individual to determine whether 
or not he could hola up under the potential rigors that he would 


face, This complete screening procedure was used with the first 
120 recruits, 


STATEMENT: We also created an intelligence and security 


agency from among the Cuban exiles, As we built this agency Cli) | 


in order to determine its character, 


4 
q 
] 
| 
i 
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QUESTION: Do you believe that these agents talk when they 
are picked up by the enemy? | 
ANSWER: Yes, Any man can be made to talk today without { 
the use of force and the Cubans also use force, 


QUESTION: Was it difficult for the agents to operate in 
Cuba? 


ANSWER: Yes, ‘It's difficult to work in a police state, 


QUESTION: How many penetrations did Castro make that you 
know of? | 


co: τ, ΗΗΝΒΗΒΗΝΕΝΕΒΝΝΝΝΝΝ (..} 


QUESTION: What was the primary reason that led to the 
agents being caught? 


ANSWER: The Cuban talks. 


STATEMENT: I still have MB ἘΠῚ trained Cuban counter- 
intelligence starr officers in Cuba and they have Mh ecents (is) 


ἜΝ 
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reporting to them, We have this oapability today and we are still 
continuing our collection efforts, 
STATEMENT: During the week before the invasion we had 
information from 32 tactical commanders that they would defect, 
This raises the question as to why they didn't, I believe these 
are the reasons: (1) The invasion didn't last.a week. (2) The 
fact that this was announced as a Cuban affair between Cubans 
may have given them pause, At any rate, I still feel that these | 
32 people are assets which we may oall upon at some future date, 
QUESTION: Is there a major effort by Castro to put agents 
in the United States at the present time? | 


ANSWER; With all the refugees coming in we oan expect him 
to attempt to infiltrate agents. This is a normal procedure, to 
infiltrate agents with refugees, A tactic we can expect ia to 
have Mr, Castro create phony resistance organizations in order 


to ferret out genuine resistance activities. 
οι 


left and Mr, WER «οτος before ob 


the Group. Mr. ΠΗ͂... 4n charge of the Foreign Intelligence OG 


At this point Mr, 


Section which was concerned with reports, research, economic support, 
foreign intelligence operations, debriefings, State Department 
iiaison, 

STATEMENT: When the project began ye had over [ff agents 
in the Havana station, However, ἃ number of these had to be 
weeded out because of past political connections, At any rate, 
by July of 1960 we had set up fi we sets, However, we were sort 
of overrun by the paramilitary people because they had a need for 
additional agents. Consequently, we turned over 15 of our MA MO®) 
sets to the PM people, By the time of the invasion we had a 


Al 


number of penetrations. We had GA tre Communist Party, 
organizations, ἘΝ the periphery of the com- 
munist Party and WA“: 26 July Movement, as well as others. 
Up until the invasion these people kept in contact by wireless 


or by courier, and they were also trained in secret writing. 
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QUESTION: What was your general impression of conditions 
within Cuba prior to the invasion with regard to uprisings? - 

ANSWER: It was my opinion that 1f the people do not get 
arms they would not rise, 

STATEMENT: In a meeting with Mr. Devine he mentioned the 
President's statement that no Americans would be used in the 
Cuban operation, He then asked me what I thought would happen 
if the operation was turned over to the Cubans, I told him I 
thought that they would clobber the hell out of the invasion 
force. 

QUESTION: In your debriefings of significant sources, 
before the operation, did you detect any readiness on the part 
of the population to rise? 

ANSWER: Yes, For example, from a U.S, businessman who 
traveled throughout the country I had indication that there were 
relatively small bands that were ready to rise, 

STATEMENT: If an invasion of this sort had taken place in 
January when there was active resistance in the Escambrays there 
might have been a better chance of uprisings. However, in my 
estimation there was less likelihood of uprisings in April, 

QUESTION: Was there any evidence of tightening up before 
the invasion? 

ANSWER: Yes. They were tightening up before D-Day and then 
they really clamped down on D-Day. 

QUESTION: The, Press said that there had been no call to the 
Cubans to rise against Castro, Is that true? 

ANSWER: We certainly didn't put out any call to rise for 
that would have been the worst thing to de. We wouldn't put. out 
any call for the people to rise until there was something solid 
for them to rise to, 

| QUESTION: How many Soviet-Bloc personnel were in Cuba at 
the time of the invasion? . 

ANSWER: Nine hundred eighty-one with about two to three 

hundred military advisors included in that number, 


SEEREE- 


COLONEL KINARD 


At. this point Mr, ἘΒΒΒ 1.0 and colonel Kinard returned Ol 


before the Group.. Colonel Kinard continued his Speoial Force 
discussions of the preceding day by pointing out that in addition 
to their wartime operational requirements, they also had responsi- 
bilities for training friendly foreign forces. 

STATEMENT! ‘There are tno aspects to this training. One is 
to encourage and assist in the development of Special Warfare 
capabilities. The other is a broader training mission of providing 
advice and assistance in the operation against Communist guerrillas 
and terrorists and activities of that sort, With respect to the 
first, an example of the indigenous capabilities in some of these 
areas 15 as follows: 

In Viet-Nam we have a Special Forces unit called the 
lst Observation Group, It was originally authorized at a strength 
of 305, There are now 805 in Viet-Nam and they are all part of the 
Viet-Namese army, 

In Korea they have Special Forces units in the strength 
of 662, 

Taiwan has 3,000. In addition, outside of the MAP 
program, the Taiwanese have a Special Foroes program with 2,727 
authorized, 

In Thailand there are two units in this figure of 
980, of approximately equal size, 

QUESTION: Generally speaking, are these Special Force 
units in these foreign countries being trained as guerrillas, 
or are they being trained, as our forces are being trained, to 
exploit local people in guerrilla operations? - | 

ANSWER: Sir, they are being trained as guerrillas in 
addition to exploiting the local people in a guerrilla role. 

QUESTION: Would you prepare a memo for us on what Special 


Forces are available to us in the different parts of the world? 
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ANSWER: Yes, sir. . 

QUESTION: Do you have the capability to double or triple 
your capability in Southeast Asia, for example? 

ANSWER: Yes, sir, 

COLONEL KINARD: In addition to the previouw expansions I 
have mentioned, our current plans call for a further expansion, 
We have proposed an increase of 3,000 personnel spaces in 1962, 
These plans are now incorporated in the President's budget message 
to Congress. We further hope to get an additional 2,000 spaces 
authorized during fiscal year 1963, 


STATEMENT: I think you may have a problem in getting the 
3,000 people that you need for your force, While you could get 
3,000 people for the Regular Army, to get 3,000 people of the 
type that you will need may be quite difficult, | 

RESPONSE: The Deputy for Personnel has reported to us that | 
he anticipates no diffioulty in getting these personnel, i 


QUESTION: Have you done any work on 8peolal weapons that © 


might facilitate Special Force activities? 


ANSWER: Yes, sir. We have quite an extensive research 


program, ΑΒ a result, we have developed special explosive devices 
and other tools for our trade, ADE 
STATEMENT; While we're always looking for better communica~ 
tions, better printing presses, lighter weight more effective 
weapons and so on, nevertheless we train our people to use the 
weapons that may be in the area in which they are operating, 
QUESTION: What is CIA's responsibility for training indige- 
nous personnel? 
MR. DULLES: wWe train people that have to be trained covertly 
for behind-the-~lines activities, For example, we are training J 


Ps On the other hand, the Army trains guerrillas 


where it can be done by the MAAGs relatively overtly, GAY 3) 
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Colonel Kinard concluded his remarks by summing up the 
additional information that he had ‘been requested to provide - 


personnel atrengths and organizations in Southeastern Asia, the 


figures on U.S. Forces' capability in Special Forces and their 


dispositions; also, what your improved plans are with regard to 
planned increases in strength. 
GENERAL BONESTEEL 

At this point Colonel Kinard left and General Bonesteel 
appeared before the Group. after some introductory remarks, 
General Bonesteel stated that just before Christmas, stated in 
view of the world situation that 10 appeared highly desirable 
that a national approach be taken, He stated that they had 
looked at Cuba in the context of the total cold war and advocated 
a national plan that would move progressively through stronger 
applications of power until the desired result was achieved, 
General Gray then picked up this concept, and the Joint Staff 
developed it further in writing with charts, and on the 2186 or 
the 22d of January we presented 10 to Dean Rusk, , 

STATEMENT: We'd like to get a copy of this study on this 
national plan, 

RESPONSE: Yes, sir. It can be obtained from the Joint Staff. 

At this point the Group had to exouse itself and reconvened 


in Secretary McNamara's office, 
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SECRETARY McNAMARA 


(The following notes are not a verbatim record, but represent 


the general substance of the statements made. ) 


At this point the Group proceeded to Secretary McNamara's 
office where he was asked a number of questions in an attempt to 
determine what the picture was as he saw it at his level of decision. 

QUESTION: What was the estimate of the probability of success 
of Zapata? 

SECRETARY McNAMARA: This should be answered in the time 
context of the point of no return. Actually the chances of success 
changed as the days went by as the plan was modified. Initially 
there was a smaller force, about 800 personnel, Finally there were 
somewhere in the neighborhood of 1,200. This increase in the 
strength of the invasion force, of course, increased the chances of 
success. ‘The increased logistic support also tended to increase the 
chances of success. On the other hand, the reduced air support, the 
new landing area, and the reduced sea cover all tended to reduce the 
chances of success, However, the over-all balance indicated a 
marginal probability of success. It seemed desirable to go ahead 
for three reasons: (1) If we didn't proceed we would have to 
bring the invasion force back to the United States. It seemed that 
the general conclusion that would result from this would be the idea 
that the United States was unwilling to help others fight against 
Communism. (2) A feeling that never again would we have a chance 
to overthrow Castro without utilizing Americans, (3) The failure 
of the CEF to succeed in their operation as a unified force would 
not preclude the force from breaking up and continuing guerrilla 
operations, in which case the operation would not be viewed by the 


rest of the world as a total defeat, 

STATEMENT: One side we are interested in exploring is the 
Side presented by Mr. Mann, 

SECRETARY McNAMARA: Tom Mann endorsed the plan before the 
point of no return, . 
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STATEMENT: Our papers indicate that on the 18th of February 
Mr. Bundy reported to the President that there were two points of 
view, Mr. Bissell's and Mr, Mann's. Was Mr, Mann the one who 
insisted on nonattribution? 

SECRETARY McNAMARA: The desirability of nonattribution was 
a general view, almost to be met prior to approval, However, this 
can't be charged to Tom Mann. 

QUESTION: Was the question of guerrilla operations in the 
Zapata area considered? 

SECRETARY McNAMARA: Yeas, However, this was considered to be 
unlikely because the CEF was believed to be able to control the 
access routes into the beachhead. If control of the access routes 
was lost, however, it was believed it would be easler for the 


invaders to get through the swamps as individuals than it would be 


‘for Castro's units, Finally, it was believed that if Castro broke 


through the force could be evacuated by sea. 

QUESTION: Was it a major factor that this force could get to 
the mountains? 

SECRETARY McNAMARA: Yes, it was certainly in the President's 
mind, It was always considered that the force could be evacuated 
or go through the swamp into the mountains, in which case the Press 
wouldn't be able to look upon the operation as a total failure. 

QUESTION: What was the feeling with regard to the possibility 
of popular uprisings? 

SECRETARY McNAMARA: It was understood that there was a sub- 
stantial possibility of uprisings, Possibly on the order of four or 
five out of ten. This led to the belief that the whole operation 
was marginal. Uprisings in a police state weren't expected to 
occur fast enough to support the landings. 

QUESTION: What was expected to happen if the landing force 
effected a successful lodgment but there was no uprising? 

SECRETARY McNAMARA: They would be split up into a guerrilla 


force and moved into the Escambrays. 
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QUESTION: What was the understanding of the position of the JCS as to | 
Zapata? Was it appreciated that they favored Trinidad over Zapata? 

SECRETARY McNAMARA: The JCS had reviewed the plan in early January and 
while they considered it marginal they still believed it had sufficient chance 
of success to warrant its implementation. After all the modifications to the 
original plan were made they still believed the chances of success were marginal, 
but they still wanted to give it a try. There was one important modification 
that the Chiefs never knew about and one about which they all felt strongly. 
This was the decision to cancel same of the D-Day air strikes. This decision 
was made at the only meeting at which neither I nor the Chiefs participated. 

It was my understanding that both the CIA and the Chiefs preferred Zapata to 
Trinidad. For while Trinidad offered the advantage of close proximity to the 
Excembray or guerrilla territory, Zapata offered an air strip and was likely 
to be less well protected by Castro, thereby raising the chances of success for 
the initial landing, 

QUESTION: Was it understood that control of the air was essential to the 
success Of the landing? 

SECRETARY McNAMARA: It was understood that without control of the air 
the chances of success would be considerably decreased, ‘he understanding of 
Castro's air force was not adequate, particularly in terms of the mmbers and 
types of aircraft. Furthermore, it was assumed that a large number of his 
aircraft would be incapacitated. This appears to have been a major error. 
However, to get back to the question of control of the air, it was certainly 
understood that it was very important. 

SECRETARY McNAMARA: It doesn't appear that we would have achieved con- 
plete control of the air even if we had made the dawn air attack. 

STATEMENT: There were same reports that we knocked out approximately 
two-thirds of Castro's combat aircraft. 

SECRETARY McNAMARA: If we knocked out two-thirds of Castro's aircraft 
they had a greater capability than they were expected to have. 


QUESTION: What was the understanding as to the ability of the landing 


force to pass to a guerrilla status in an emergency? 


Wel lA | 


SECRETARY McNAMARA: Quite clear that they could function 
in a guerrilla status. 

MR. DULLES: Actually this never had a chance to be tested, 

QUESTION: What degree of nonattribution was sought and why? 

SECRETARY McNAMARA: The highest possible degree because the 
Latin-American countries had indicated they would not support this 
operation. 

QUESTION: Was there any doubt that, globally speaking, this 
operation would be attributed to the United States? 

SECRETARY McNAMARA: We felt it would to a degree, but wanted 
to reduce this to a minimum. 

QUESTION: Were the implications of the conflict between 
operational requirements for succeaa and the need for non- 
attribution clearly understood? 

SECRETARY McNAMARA: Not really. As the plan progressed there 
was a definite trend to reduce the possibilities of attribution, | 
This trend took the shape of a curve and finally the plan was 
compromised in order to reduce the chances of attribution. 


QUESTION: Do you believe that the CIA became advocates of the 
plan? 


SECRETARY McNAMARA: It was not a CIA debacle, It was a 
Government debacle. There wasn't any person in the room that 
didn't approve the plan. Bissell in no sense was selling the 
operation. Colonel Hawkins was eloquent in advocating the plan, 
However, his presentations were so onesided that he made little 
influence on my judgment. 

SECRETARY McNAMARA: ‘This was a marginal operation. It was 
recognized that if one ship was lost we were in trouble. The 
feeling never developed, however, that CIA was selling this 


operation. 


ADMIRAL BURKE: TI had misgivings about the plan, but none 
that were orucial, 


SEGRE Ι 
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SECRETARY McNAMARA: That's right, it was a gradual erosion 
of the plan, but not to the extent that it seemed desirable to 
call off the operation. 

QUESTION: You mentioned the requirement for the clarifi- 
eation of responsibilities here in Washington. 

SECRETARY McNAMARA: CIA should not run such large operations. 
They simply don't have the facilities. We could have used our 
facilities on a nonattributable basis. It would have been better 
if we could have handled the operation because we could have 
planned it on a much larger scale. We could have assured command 
control, A military operation should never be conducted except 
under a military man. 

SECRETARY McNAMARA: We should systematize the decision 
making process, 

QUESTION: How would you do this on a systematic basis? 

SECRETARY McNAMARA: I wasn't thinking so much in terms of 
this as the fact that I wouldn't allow any decisions to be made 
or actions taken except on the basis of written documents. 

QUESTION: Do you believe the absence of written documents 
was a consequence of security considerations? 

SECRETARY McNAMARA: Yes. 

QUESTION: Going back to the Cuban operation, accepting for 
the moment that the military should have run the operation, when 
should they have taken control? 

SECRETARY McNAMARA: I am not qualified to answer that as I 
don't know enough about the CIA structure. 

SECRETARY McNAMARA: Another alternative that might be 
desirable in the case of future Cubas is that the CIA, for example, 
would conceive the need for certain actions. CIA should then lay 
out their basic plan and when they reach the point where they feel 
that they should train and equip troops, the JCS should be brought 
in to make an evaluation. This should be done even before the 


President makes his decision, Then at the point when the operation 
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is approved the military commander should take over so he can 
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shape the whole operation. In the case of Cuba, for example, 
at the point where the Special Force instructors were requested 
the DOD should have come in. 

SECRETARY McNAMARA:. There is one point that should be 
“emphasized, that 1a, that all deciatons and actions should be 
written. This would engender responsibility. 

QUESTION: How big should a force be before becoming a DOD 
responsibility? 

SECRETARY McNAMARA: To answer that question you need a 
detailed organization study. 1 believe that someone should make 


a study and come up with a recommendation. 


SEGRE 
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GENERAL WHERLER 

At this point the Group returned to General Taylor's office 
and General Wheeler appeared before the Group, 

QUESTION: As the Director of the Joint Staff, how did this 
operation look to you? 

ANSWER: When We got into this in January I put General Gray 
to work as our representative, Now an interesting aspect was that 
we attempted to make an evaluation of the plan as it existed at the 
time we became aware of it and I had J-2 and J~3 make an inde- 
pendent survey to find the optimun landing beach in Cuba, and 
they came up with Trinidad. Then General Gray, working with a 
group of officers from all the J Staffs, evaluated the plan, and 
this evaluation was concluded with the statement that the plan 
had a fair chance. It wes pointed out, however, that our con- 
clusions were based only on hearsay and so we recommended that 
a team of officers go down to the training area and make an 
evaluation there. When they returned they wrote their evaluation 
which indicated several wealnesses, particularly in logistics. 

AB a consequence, we sent Lieutenant Colonel Wall down to help 
them with their amphibious logistic problems. Thereafter, 
progressively as the time approached for the implementation of 
the plan, the plan as originally envisioned was walked away 
from, particularly the air support aspects, For example, the 
alr strikes were desired on D-Day for maximum effect. The next 
thing that was bothersome was that we couldn't land at Trinidad 
as we had to find an airstrip from which the B-26s could claim 
‘to be operating, Then came the evaluation of the ZAPATA Plan, 
If I remember correctly, there were three alternatives to 
Trinidad that were looked at, and ZAPATA was: the least objectionable. 
I can recall that when he looked at the ZAPATA Plan General 
Lemnitzer asked how the force would get out of that area in the 
event that the operation didn't go well, It was explained 

that the troops would fade into the swamps and move into the 


mountains, I felt that this had less than a fair chance of 
ἢ - Pe 
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Success, 
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QUESTION: How long did you consider the ZAPATA Plan? 

ANSWER! I couldn't have been for more than 48 hours. 

QUESTION: Do you think this was time enough to go into 
the plan adequately? . 

ANSWER: I believe that you could make a fairly good 
evaluation in that length of time, or even less. ZAPATA was 
only a change of the area of landing, not a change of the 
pattern of the landing. 

QUESTION: What about the air plan? Was it really 
discussed by the Chiefs? 

ANSWER: At every meeting there were pros and cons on 


how important the first air strikes would be and how important 


it would be to the success of the operation. I feel that the 
sense of the Chiefs throughout the meetings was that air support 
was critical to the success of the operation, 

QUESTION; When the Chiefs approved the ZAPATA Plan, 
however, was it with the understanding that there would be . 
pre-D-Day strikes or D-Day strikes? i 

ANSWER: The matter of the pre-D-Day strike came up after 
the ZAPATA Plan was more or less set as the plan to be imple- 


mented, if Inemeuber correctly. The plan for the ZAPATA landing, 
as I recall it, still called for the D-Day strike, I think at 
dawn on D-Day. As I say, I could be wrong on that particular 
point. 

QUESTION: Do you have documents that you can refer to 
that will establish this time? 

ANSWER: Yes, General Gray, I am sure, has these documents, 

STATEMENT; The Chiefs were still talking largely in terms 
of the original plan with the locale moved from Trinidad to ZAPATA. 

RESPONSE: That would be more understandable except for the 
fact that you rejected some of the other alternatives you con- 
sidered on the basis that they didn't have air strikes, 

QUESTION: Did anybody study whether or not the guerrillas 


could operate in the swamp area? 


ANSWER: I understand that they can, that they have been 
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operating in there for a hundred years. 

STATEMENT: This has been referred to, as General Wheeler 
Bays. However, I have seen no evidence it has been utilized 
in recent years, 

QUESTION: Did anybody study that? 

ANSWER: In that particular area we didn't make any 
particular study of it, no. We were told this was a guerrilla 
area and I was under the impression that there were even some 
guerrillas operating in there at this time. 

QUESTION: But nobody in the Joint Starr looked into this 
matter at the time? 

ANSWER: Our people said that this was 8 guerrilla area 
and that people could sustain themselves in there, 


QUESTION: What I am trying to determine is if a study 
was made, 
ANSWER: No, no study was made, certainly no detailed study, 
STATEMENT: We inquired into this on one. occasion and the 
people at CIA told us that a group of a hundred guerrillas were 
operating in this area, and there was lots of amall game, 
STATEMENT: Of course, 8 second point was that while it 
might have been usable as a guerrilla area at one time, this 
was before the time of helicopters. It would seem that some 
of these military experts should have been able to figure this out. 
QUESTION: In talking with Colonel Egan, did he point out 
that the primary evacuation would be by sea, but if this failed 
they would move into the swamps for their guerrilla operation? 
ANSWER: Yes, that was discussed, sir, and it was recognized 
that this would be a very sticky and difficult thing to do. In 
the first place, it was recognized that evacuation by sea is one 
of the most difficult operations there is, You almost have to 
have support from the sea in the form of gunfire support or air 
cover, I thought that if these people were really pressed hard 
the possibility of evacuation would be much less than their going 


into a guerrilla operation, 
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STATEMENT: = ΧΕ Beem that the concept of falling 


back to the beaches should have been ruled out because it 
almost ruled out the possibility of guerrilla action‘as a 
practical thing. 

QUESTION: With regard to the logistics of this thing, 
would you say that the Joint Starr checked the logistics 
carefully? , 

ANSWER t I believe that the logistic aspects were 
checked very carefully indeed, 

QUESTION: As D~Day approached what plans were there 
for liaison with the ΟἿΑ, . 

ANSWER: We set up a little war room here which ran on 
a 24-hour basis, We had constant liaison with CIA, we had 
iiaison officers from the serices, and I had taken people 
from various sections of the Joint Staff, We hada special 
communications system where all items from CINCLANT came directly 
in to General Gray. He was really the disseminator of all 
messages from the Department of Defense and the other agencies 
to CINCLANT. 

QUESTION: How did you get the messages that came in over 
at CIA? 

ANSWER: They were transmitted over here, 

QUESTION: How were they transmitted? 

ANSWER: We have a teletype here in J-2, 

QUESTION: So you had the same messages here as they 
had in CIA? 

ANSWER: To the best of my belief, 

QUESTION: When were you and the Joint Staff aware of the 
ammunition shortage? 

ANSWER: When we got word that the. ship that was at Blue 
Beach was sunk we learned that a large portion of their reserve 
ammo was aboard, and then we saw messages from the beach area in 


which they particularly mentioned that they were running low on 
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tank ammunition, 
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QUESTION: Once you found out there Was an amunition 
shortage did you try and get the ships back in there? 

ANSWER: Yes, we did. , 

STATEMENT: I get the impression that a very careful 
evaluation was made of the Trinidad Plan and that about all 
that was done in regard to the ZAPATA Plan was that it was 
looked at with the idea that everything set forth in the 
Trinidad Plan would go With the exception of: the adjustments 
that had to be made at the new beach, 

RESPONSE: Yes, sir. 

QUESTION: Did you have liaison officers over at CIA? 

ANSWER: Yes, sir, _ 

QUESTION: On Del they were going to try and make a run 
into the beach with ammunition, They made an emergency request for 
air cover, Do you recall whether it was appreciated that this was 
the only way that they could get that ammunition ashore was with 
air cover? 

ANSWER : Sir, I wouldn't even put it on the basis of ammunition 
alone. The reports from the beach indicated that the men desperately 
needed air cover. I definitely knew the situation was desperate 
at that time, there was no question about it, 

STATEMENT: Well, let's move out now and have you tell us 
how you think you could do this a little bit better in the future, 

ANSWER: This is not an original thought, It results from 
discussions with Gerferal Gray and others, and we feel that to 
properly organize you need to start with a broad national plan 
prepared by all the agencies of the Government, It should start 
off in the broad terms of a concept and after the concept is agreed 
upon and approved by the President each agency should prepare its 
own part of the plan. We think that in this case CINCLANT shoulda 
have set up a special operational task force and prepared the 
detailed plan for the operation. If this plan was prepared, of 
course, 1t would be passed up through channels to the President, 

QUESTION: How about your other aspects of the plan - the 
political, the psychological and so on? 
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ANSWER: Well, actually these are the special plans 
that were mentioned earlier with regard to the national plan. 
QUESTION: Who would be responsible for success or failure? 
ANSWER: ‘The man in charge of the special task force, ᾿ 
STATEMENT: What we really feel is that we lack this 
national U.S. plan of action, We feel that there should have 
been a unified task force commander to really conduct the 
operation, We feel that you cannot efficiently attempt to 
conduct operations of this sort from Washington, It is too 
far removed, People are too immersed in other types of activities, 
What it results in is that responsible officials are called upon 
to make rather heavy decisions with very little forewarning and 
in some cases without perhaps as much information as they should 
have, 
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’ (The following notes are not a verbatim record, but represent 


the general substance of the statements made, ) 


The first portion of the meeting was devoted to a consider- 
ation of some of the tentative conclusions reached at this point, 
After a short while it was deemed desirable to recall General Gray 
for further questioning. 

GENERAL GRAY 

QUESTION: We are impressed by the inoompleteness of the JCS 
appraisal of the Zapata Plan, We understand that the incompleteness 
of the evaluation was due, in part, to the fact that it was based 
on 8 concept rather than a completed plan. Is that a fair statement? 

ANSWER: Yes. To a degree the incompleteness was due to that. 

QUESTION: Having at least concurred in this concept as being 
an adequate basis for further Planning, why didn't the Joint Chiefs, 
at some point down the road, look at the completed plan or a plan 
sufficiently detailed so that they could consider some of the points 
that they had missed? 

ANSWER: One reason the Zapata Plan was brief in comparison 
with the other one is because most of the factors were exactly the 
Same. The second factor was the limitation of time. We were briefed 
in the morning and had to get out a paper on which we could brief 
the Chiefs the following morning, Furthermore, at this time this 
was not just a consideration of three possible alternatives The 
original Trinidad Plan was still in the running. We determined that 
Zapata was the best of the three alternatives, but we still preferred 
the original Trinidad Plan. 

QUESTION: But you did accept Zapata as the basis for further 
planning? 

ANSWER: Yes. 

QUESTION: At what point did the Plan take enough shape that 
the JCS could have made a detailed evaluation? 
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ANSWER: The detailed plan was probably completed on 8 April 


because that's when Hawkins and Egan went down south. However, 
we didn't get that plan until the operation started. 

QUESTION: General Gray, how close were you to this plan? 

ANSWER: I was in on all the meetings that were held at the 
White House with one exception, 

QUESTION: Were you talking with CIA people on this plan? 

ANSWER: Yes. The first change we noticed was when the 
concept changed from being just at the head of the Bay, and moved 
south down the eastern side to the Blue Beach area. 

QUESTION: How did you get that information? 

ANSWER: By liaison back and forth between officers. I briefed 
the JCS on that change in concept at one of their meetings. ‘The 
reason for this change was because a usable airfield was down on 
the shoulder and that was one of the requirements that had been 
Placed on the plan. 

QUESTION: Was the possibility of this force becoming a 
guerrilla unit considered? 

ANSWER: Not formally by the Joint Chiefs, but we looked at it. 
It was felt that they could hold this area. However, if they didn't 
get popular Support there was no advantage for them to sit there, 
For even if Castro couldn't eliminate them, other people couldn't 
get in to them, so they had to get out of there. It was concluded 
if they were going to withdraw there were three ways they could do 
it. One was evacuation by ship. If the decision had been made and 
planned for we could have withdrawn those people off the beach. The 
second one was that with air Support they could have fought their 
way out. The third possibility was that part of the force would 
be evacuated and then later infiltrated back in as guerrillas and 
the other part of the force would actually remain in that whole 
Zapata Peninsula area and operate as guerrillas in the expanse to 
the west. It was always believed they could get out by sea because 


the CIA's sea operations had always been very successful. 
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QUESTION: Were you aware that the troops were trained and 
instructed that in the event they couldn't hold their lodgment 
they were to fall back onto the beaches for evacuation, and only 
if that failed would they operate as guerrilla forces? 

ANSWER: No, we weren't. ‘That wasn't in the plan and we were 
not present at the final briefing. 

QUESTION: Did you brief the Joint Chiefs on all the parts 
of the plan? — | 

ANSWER: Yes, all except the question of the air strikes. 

QUESTION: What was your understanding of the air strikes? 

ANSWER: There would be air strikes on D-Day. This D-2 air 
strike didn't come in until the last few days. The air plan 
consisted of nothing but D-Day strikes, Our understanding of the 
plan was always that the air strikes would be conducted at dawn 
from Puerto Cabezas, 

QUESTION: Would you look back in your notes and see when you 
briefed the Chiefs and essentially what was in your briefing so 
we'll know what they heard about the plan? 

ANSWER: Yes, sir. 

STATEMENT: There were four official papers that the Joint 
Chiefs considered. The first was the original Trinidad Plan. The 
Second was the Zapata Evaluation. Third was the evaluation of 
whether or not we could put a small force in the Oriente Province 
and they could hang on, and fourth was the evaluation of the team's 
trip to Guatemala. ‘They were briefed on these official papers and 
at their regular meetings I brought them up to date on what was 
going on. At several of these meetings they were briefed on 
changes to the plan and they approved them, 

QUESTION: Were these briefings for information or to get 
their decision? 

ANSWER: Generally Speaking, when I briefed them it was on 
Some paper or something that they were being asked to approve. 
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QUESTION: Would you say then that the Chiefs did have all 
the essential elements of this plan and did consider the plan 
adequate? 

ANSWER: Yes, sir. 

QUESTION: Did you feel you had the option to the guerrilla 
alternative? 

ANSWER: Yes, I've always thought we had the option to male 
that decision before the force got preased right down to the beach. 

GENERAL GRAY: As D-Day approached it seemed to me that popular 
Support was developing and building. We did measure all the military 
factors we thought were necessary. However, it was very difficult to 
get an accurate fix on where the militia was. 

QUESTION: You and the DOD did consider the logistic problem 
and took action to strengthen the logistic plan. Is that a fair 
statement? 

ANSWER: Yes, sir. 

STATEMENT: In other words, logistically speaking, you had 
Planned a very heavy back up to insure a successful operation. 

ANSWER: Yes, sir, 

QUESTION: Would you say that you saw this plan develop, that 
you had adequate contact with the CIA so that your group, at least, 
had full knowledge of the developments and anything that looked 

‘doubtful was taken before the Joint Chiefs? 

ANSWER: That's right. 

QUESTION: Is it true that while the Joint Chiefs never had 
a presentation on the over-all zapata Plan at one time, they were 
briefed on all the pieces of the plan, so vhey could be said to 
have lmowledge of the entire plan? 

ANSWER: Yes, sir. 

QUESTION: What concern was expressed over the fact that there 
were only small boats to unload the HUSTON off Red Beach? 

ANSWER: I actually didn't know that detail. 
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QUESTION: Did you know that the ATLANTICO and the CARIBE 
had gone south a hundred or two hundred miles and actually escaped 
from control for a number of hours? 

ANSWER: Yes, sir. 

QUESTION: Do you recall when you discovered that? 

ANSWER: It's in our log. As soon as we became aware of it 
we told CINCLANT to round them up. 

STATEMENT: Our position on all of this was that we would do 
anything as long as it was approved, and then CIA carried the ball 
on getting the approval. 

GENERAL TAYLOR: After listening to General Gray's testimony 
i now feel that the Joint Chiefs had a more complete appraisal of 
the plan and consequently gave a more complete approval. 

GENERAL GRAY: I believe there should have been a final briefing 
on the over-all plan about April 12th. I wrote that into the tasks 
that were to be followed by the different agencies. I believe this 
would have permitted a more detailed evaluation of the Plan and all 
the changes that had been made up to that point. 

GENERAL GRAY: Speaking for myself, there could have been a 
more detailed evaluation, but I don't think it would have changed 
my evaluation that the plans should have gone ahead. 

GENERAL BONESTEEL 

At this point General Gray left and General Bonesteel appeared 
before the Group. 

QUESTION: How can we better cope with the cold war problem? 

ANSWER: It is essential that we have a cold war indications 
center where all the traffic of messages and intelligence from all 
the departments would come into a central area which is organized 
and staffed to keep an eye on what is happening throughout the 
world in order to flag situations on which it may be necessary to 
take action. This institution needs to be staffed by people from 
the State Department, the military and intelligence communities. 

QUESTION: Would this group make plans? 
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ANSWER: It could if expanded to this. However, its primary 
purpose would be to call attention to situations that might require 
some kind of action. 

QUESTION: Isn't this the State Department's area of 
responsibility? 

ANSWER: Possibly, but it wouldn't work as well under the 
State Department as it would if the various agency representatives 
worked as coequals. 

STATEMENT: The reason this sort of center is necessary is 
because of schizophrenia. The DOD probably believes that power 
is the final criteria of Communist success, whereas in the State 
Department there are probably only a half dozen people that 
understand the requirements for power. Furthermore, you can't get 
the State Department to plan on the use of power in any future 
operations. Actually you have no one place to get the proper 
interagency coordination on cold war matters, 

QUESTION: The NSC was organized for this purpose, wasn't it? 

ANSWER: Yes, sir. ‘The NSC is a mechanism for doing this, 
However, it has no staff except stenographic. 

QUESTION: Are you suggesting that if the NSC was reorganized 
they could do this? | 

ANSWER: No, I would in fact revise the NSC. 

QUESTION: Who would spark off the actions that needed to be 
taken throughout the world? 

ANSWER: The cold war indications center. 

QUESTION: Where would be the central place that the plan 
would be developed? 

ANSWER: Under NSC auspices, 
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{The following notes are not a verbatim record, but represent 


the general substance of the statements made.) 


At this point the Study Group reconvened in Secretary Rusk!s 
office in the State Department. Present were: 


GENERAL TAYLOR ' SECRETARY RUSK 
MR. KENNEDY COMMANDER MITCHELL 
MR. DULLES LT COLONEL TARWATER 


After a few introductory remarks Secretary Rusk was asked his 
estimate of the probability of success of the Zapata Plan. 

SECRETARY RUSK: It was in the neighborhood of fifty per cent, 
It appeared the landing might be followed by further uprisings, 
If this failed the force could become guerrillas, 

MR. DULLES: I think we 811 looked upon this as a pretty risky 
operation, . 

SECRETARY RUSK: The risks of the operation were accepted, 
however, because the importance of success was fully appreciated. 
Time was running out. It was the last chance in some time to have 
this job done by Cubans. Otherwise we might have to do this with 
American personnel and this would be less desirable, Castro's 
police power was increasing and he was also receiving a large 
inflow of Soviet arms., Further, it should be pointed out that when 
we talked about the possibility of failure we talked about far more 
disastrous results than actually occurred. For example, we had 
discussed. the possibility of such things as being ousted from the 
OAS or censure by the UN, and lively and adverse reaction by our 
allies in Europe. The results that developed were not as serious 
as those that we had considered. . 

QUESTION: What was the feeling of the likelihood of a popular 
uprising following the landing? 


SECRETARY RUSK: There was a very considerable likelihood of 
popular uprisings. 


QUESTION: How essential was such an uprising regarded for 
the success of the operation? 

SECRETARY RUSK: It was believed that the uprising was utterly 
essential to success in terms of ousting Castro. At one point we 
discussed the possibility of putting these men in as guerrillas. 
However, this concept was rejected on the basis of the fact that 
it would not spark an uprising. ᾿ 

QUESTION: What was your understanding of the requirements 
for sufficient shock to spark uprisings? ᾿ 

SECRETARY RUSK: The impression existed that 1,200 highly 
trained men expected to get ashore and run into some militia units 
and beat the hell out of them. This would be the kind of a bloody 
nose that would get things moving. The feeling was that there 

H would be no fighting on the beach. It seemed that this area was 
virtually empty. There was a good chance the invasion force could 
εἰ get well ashore without being discovered. 

QUESTION: What was expected to happen if the landing force 
effected a successful lodgment but there was no uprising? 

SECRETARY RUSK: In that case they would commence guerrilla 
operations, move into the swamps and then into the hills. This 
swamp area was stated to be the home of guerrillas. 

QUESTION: Was the point made that this area had not been used 
for guerrilla operations in this century? 

SECRETARY RUSK: I don't recall. 

QUESTION: Was the possibility of a sea evacuation of the 
force considered? 

SECRETARY RUSK: I dontt recall. At least, it didn't make an 
impression on me. Let me point out that there was a minimum of 
papers. 

QUESTION: What was the understanding of the position of the 
JCS as to Zapata? Was it appreciated that they favored Trinidad 
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SECRETARY RUSK: They approved the Trinidad Plan, Trinidad 
involved a larger scale, more spectacular operation. It didn't 
offer the immediate possibility of an airstrip. It was felt that 
_jZapata had considerably more political advantages and that the Jcs 
| approved Zapata. , 
STATEMENT: The JCS commented that Zapata was the best of 
the three alternatives they considered, but that they still 
favored the original Trinidad Plan, 
SECRETARY RUSK: They didn't put their view in writing 
and that didn't come through. There was a strong impression 
that they favored the plan. At one meeting the President went around 
the room and asked everyone personally their opinion and I believe 
that I was the only one that didn't approve. 
QUESTION: Was it understood that control of the air was 
considered essential to the success of the landing? 
SECRETARY RUSK: Yes, it was understood that it was essential 
to the success of the landing, but there was an inadequate appreciation . 
f the enemy's capability in the air. Furthermore, neither the 
Irrestiens nor I was clear that there was a D-2 air strike. We did 
have it in our minds that there would be a D-Day air strike. 
Following the D-2 air strike there was considerable confusion. 
It wasn't realized that there was to be more than one air strike 
in the Havana area. The President was called on this matter and 
he didn't think there should be second strikes in the area unless 
there were overriding considerations. We talked about the relative 
importance of the air strikes with Mr. Bissell and General Cabell 
at the time. However, they indicated that the air strikes would 
be important, but not critical. I offered to let them call the 
President, but they indicated they didn't think the matter was that 
important, They gaid that they preferred not to call the President. 
QUESTION: Did you attempt to advise the: President as to the 
importance of the air strikes? 
SECRETARY RUSK: I had talked to him and he had stated that if 


there weren't overriding considerations the second strikes shouldn't 
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be made. Since Mr. Bissell and General Cabell didn't want to talk 
to the President on the matter, I felt there were no overriding 
considerations to advise him of, I didn't think they believed the 
daywm air strikes were too important. I believe that Castro turned 
out to have more operational air strength than we figured, 

MR, DULLES: I don't believe they had any more. However, they 
turned out to be more efficient. 

QUESTION: Do you recall why the question of air strikes was 
withheld until Sunday evening? 

SECRETARY RUSK: As far ag I was concerned, I was caught by 
surprise with the first air strikes. I was trying to advise Adlai 
Stevenson at the UN on what was happening and suddenly found out 
there were additional air strikes coming up. We didn't want him 
to have to lie to the UN. 

QUESTION: What was the understanding of the ability of the 
landing force to pass to a guerrilla status in an emergency? 

SECRETARY RUSK: ‘The impression was that the ability of this 
force to pass to guerrilla activities presented no difficulty. At 
the beginning of the second day the President and I discussed the 
question of whether it was time to move the force out as guerrillas, 
However, 1t appears there was a delay in turning to this because 
they didn't have this action in mind, 

GENERAL TAYLOR: ‘They were told to fall back to the beaches 
so that they could be evacuated from the sea. 

SECRETARY RUSK: Guerrilla actions were regarded as far more 
feasible than they turned out to be. I do regret, however, that 
consideration was not given to another alternative, I suggested 
earlier that they land in the eastern portion of Cuba and then get 
8 position with Guantanamo behind them. However, our military 
friends didn't want to Spoil the virginity of Guantanamo. 

QUESTION: What was the understanding of the ammunition 
situation at the end of April 187 Was the importance of air cover 


for the returning ammunition ships understood? 


SECRETARY RUSK: It was apparent that it was critical. The 
requirement for air cover wasn't as apparent as for air drops and 
getting the ships back in there, particularly in regard to getting 
them some tank ammunition. 

QUESTION: Was λῦὺ known at your level that two of the ammunition 
ships had taken off from the beach area and kept going south? 

SECRETARY RUSK: No. 

QUESTION: What degree of nonattribution was sought and why? 
Were the operational disadvantages arising from some of the re- 
atrictions imposed by the efforts to achieve nonattribution clearly 
presented and understood? 

SECRETARY RUSK: We were hoping for the maximum. In retrospect, 
however, this looks a little naive, The considerations involved in 
this were that if you have success all the problems solve themselves, 
However, if you have failure it's very nice if the United States is 
not involved, 

STATEMENT: Of course, there are degrees of nonattribution. 

The most costly restriction was the requirement not to have the 
air strikes even by Cubans puto brie. ler eT Ί Cutan. mp r 

SECRETARY RUSK: What we talked about was having at least one 
or two aircraft touch their wheels on the captured airstrip in order 
to support the thesis that the aircraft were operating from within 
Cuba. As you recall, this was a "blown" operation and it wasn't 
desirable to put Guatemala and Nicaragua in an impossible position 
by operating the aircraft from their countries, Consequently, if 
it could be made to appear that these aircraft were operating from 
Within Cuba it would have been desirable, 

SECRETARY RUSK: . Incidentally, it would be well to find out how 
much the Cubans knew about this operation in advance because the 
Russian representative was teasing Mr, Stevenson about when he was 
going to begin to talk about Cuba and the Cuban representative Was 
Supposed to have been sick, However, he recovered almost immediately 
when Cuba was attacked, We may find that they knew more about this 


operation than we believe, 
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QUESTION: To what extent did the CIA operations representatives 


have to "sell" the operation to the other agencies of government? 

SECRETARY RUSK: You have to draw a distinction between the policy 
Side and the operational side, ‘The policy side we were willing to 
idook at, if 10 was policy. On the operational side, we were oversold 
on the operational aspects, 

QUESTION: What do you mean by oversold on the operational 
aspects? 

ἡ SECRETARY RUSK: ΙὉ was presented in too optimistic terms. 

QUESTION: Do you have any remarks on the integrated planning 
and coordination? 

SECRETARY RUSK: This is very important. These covert matters 
are handled on such a restricted basis that the resources of the 
departments are not brought to bear, 

SECRETARY RUSK: When you go beyond a few people in an operation 
of this sort it shouldn't be handled by the CIA. 

QUESTION: What didn't we do that we should have? 

SECRETARY RUSK: Before the President made his decision, CIA and 
Defense should have spelled out the entire CIA plan in one presentation. 
While the President had all the factors in his mind, I think this 
would have helped. 

SECRETARY RUSK: Furthermore, we overemphasized some of the factors, 
For example, the question of what to do with this 1,200=man force. 

This question played too large a role because we certainly should 
have been able to handle these 1,200 men, 

SECRETARY RUSK: If you are not prepared to go all the way you 
shouldn't put 1,200 men ashore, 

SECRETARY RUSK: When you get to the final decision stage the room 
should be cleared of all but those that have formal constitutional 
responsibility. People looking down the cannon's mouth should be 
in a solemn position and make a solem decision without having large 
numbers of people in the room. 

STATEMENT: Mr. McNamara stressed the desirability of having 


written papers and decisions. 


SECRETARY RUSK: That would have been helpful. However, it would 
have meant 50 or 60 pieces of paper around this town. 

SECRETARY RUSK: One concluding remark. There was no one involved 
that didn't recognize this was a risky business and that failure would 
be costly. However, we overestimated the international effects of 


failure, and underestimated the effects of failure on this town. 
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(The following notes are not a verbatim record, but represent 
the general substance of the statements made.) 


ς 
Mr. Garfield Thorsrud was the Tactical Air Commander at 


Puerto Cabezas, 


GARFIELD THORSRUD 

QUESTION: Would you explain how the air operation was organized. 
As I understand it, there were two organizations - one for planning 
and one for execution. 

ANSWER: That's right. 

QUESTION: Were you the actual air commander? 

ANSWER: Yes. 

QUESTION: When did the pre-D-Day strikes come into the 
picture? 

ANSWER: I'm not sure. 

STATEMENT: Will you ask Colonel Beerli to come over on 
Monday and set forth the facts relating to the pre-D-Day air strikes. 

ANSWER: Yes. 

QUESTION: What was the turn-around time for your aircraft? 

ANSWER: The longest time was three hours. A normal combat 
loading took approximately an hour. 

QUESTION: How long could you remain over the target? 

ANSWER: Thirty minutes to an hour. 

QUESTION: What Was your capability for providing air cover 
to the:beach? 

ANSWER: We could keep someone over there all the time. 
On D-Day we had a capability for launching 20 sorties, If we 
hadn't lost some of our air crews to enemy air action, we'd have 
been able to maintain this indefinitely. 

QUESTION: That would have been a major effort? 

ANSWER: Yes, 

QUESTION: How many strikes were conducted against the 
air fields? 
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ANSWER: The D-2 air strikes of eight B-26s against three 
airfields. On the nights of 17 and 18 April three B-26s were 
scheduled against” San Antonio de las Banos. Two of these aborted, 
one arrived over the target, but due to haze-and a blackout he 
was unable to identify his target. In the early morning hours 
of 18 April three more aircraft were dispatched against San 
Antonio de las Banos. One aborted on take-off, two aircraft 
arrived over target, but due to scud and haze in the area, they 
couldn't locate the target, 

STATEMENT: After the D-2 air strikes, we knew that we 
hadn't destroyed all ‘the aircraft. Consequently, we requested 
permission to launch air strikes against the remaining targets on 
Ρ-Δ. 

ει QUESTION: How was the request for the D-1 air strike handled? 

ANSWER: It was not approved by Washington, 

QUESTION: When were you denied permission to use napalm? : 

ANSWER: We only had standing authority to use napalm against 
a tank farm, We had to request authority on all other targets. 

QUESTION: When did the pilot fatigue show up? 

ANSWER: 1710302, 

QUESTION: Was this really fatigue? 

ANSWER: Yes. In 14 out 17 cases; the other three pilots 
just didn't have it. 

QUESTION: How many B-26 pilots did you have? 

ANSWER: Seventeen Cuban and eight American. Twenty-five 
all together. 

QUESTION: What do you think about the adequacy of the 
number of pilots? 

ANSWER: It was enough. 

QUESTION: Did you have enough pilots to fly over the beach 
with two aircraft at all times? 

ANSWER: Yes. There was a 4,100 foot strip in the beachhead 


area and we had crews qualified to operate from this strip. 
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QUESTION: If the invasion had been successful enough to 
keep the artillery off, you would have been successful? 

ANSWER: Yes, 

QUESTION: What was your understanding on the use of 
contract pilots? 

ANSWER: We didn't have blanket authority to use them, but 
we did have the authority to hire and train them and put them on 
a standby status. Later the use of. contract pilots, in the 
beachhead area only, was approved by Washington. 

QUESTION: Who handled your. messages in Washington? 

ANSWER: Colonel Gaines and Colonel Beerli. 

QUESTION: Were you surprised at the effectiveness of the 
T-33s? 

ANSWER: I've flown T-33s - they're a good airplane. We 
weren't surprised at their capabilities once they were airborne. 

QUESTION : How would you, summarize your feelings with regard 
to the operation and the lessons to be learned? 

ANSWER: Policy decisions above the agency denied us the 
right to go ahead as scheduled and planned. 

QUESTION: Was there some confusion as to the time the Navy 
air CAP was to be provided? 

ANSWER: There was no confusion of the time. I received 
a message that Navy air CAP would be provided. 

QUESTION: Would you provide us with a copy of the message? 

ANSWER: Yes. 
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(The following notes are not a verbatim record, but represent 


the general substance of the statements made.) 
COLONEL BLACK 


The first person to appear before the Group was Colonel Black. 
Colonel Black said he is currently Assistant to Mr. Gilpatric. 

QUESTION: Is Mr. Gilpatric heading a task group on clandestine 
warfare at this time? 

COLONEL BLACK: He's the head of a Presidential task force 
trying to develop a paper on Viet Nam. It is not a generalized 
consideration of paramilitary operations; it's just restricted to 
Viet Nam. 

QUESTION: Were you involved at all in the Cuba operations? 

COLONEL BLACK: No, sir. 

COLONEL BLACK: It might be useful, however, if I told you, 
first, to what extent the Secretary's Office had been involved in 
the Cuba operation and, second, to go on with some brief ideas of 
my own as to the lessons to be learned from this particular 
exercise, if that would be of any help. 

COLONEL BLACK: Mr. Gilpatric was involved in the Cuba 
operation through his Thursday meetings of the 5412 Group. However, 
as far as this particular operation was concerned, Mr. Gilpatric 
did not have much direct responsibility. 

QUESTION: Who's the Chairman of the 5412 Group? 

MR. DULLES: We don't have a Chairman, I am the action 
officer. I handle the proposals for action by the CIA and they are 
approved, disapproved, or referred for further study. 

QUESTION: The 5412 committee is under the NSC. is that right? 

MR. DULLES: It's under the President, I-would say. It was 
formed under that document, NSC 5412, but’ the practical working 
out of the Committee was under the President. The President often 


wanted the covert operations presented to him in a smaller group 
than the full NSC meeting. 


-l-~ 


QUESTION: Then this Group would take any new proposals +o 
the President direct? | 

MR. DULLES: If it was of the consequence that the Secretary 
of State or Gordon Gray thought it should go to the President. 
Often we would pass on an operation without going to the President. 

COLONEL BLACK: That's about all I can contribute to the actual 
Cuba exercise, as such. 1 should say also that I am speaking for 
myself, Colonel Black. I haven't checked this out with my boss. 
It seems to me that the principal lessons are these: First, we 
can't do it with mirrors; I have a feeling that we are trying to 
do very significant things in the struggle against the Communist 
power without really going all the way. We are trying to do it with 
some trick or gimmick. Second, I don't think personally from my 
work here in Washington that the United States fully understands 
how to use the power which we have at our disposal, that's political, 
military, and economic. Third, I don't think we have yet the 
interdepartmental structure to fight the cold war. Fourth, I think 
we seriously need action to halt the erosion of America's will to 
Win. I don't think we really go into the battle against Communism 
to win. We go in there to hold our own and this, in turn, has a 
very bad effect on all our policies, on the morale of our people. 
Finally, I have some criteria for solution of the problem which is 
just basic criteria. I have them written up for your four members. 

QUESTION: You mention your opinion of the inadequacy of the 
Governmental structure, Do you have specific suggestions? 

COLONEL BLACK: We need a National Security Operations Center. 
This should be right in the White House. In my judgment, it can't 
be anywhere else. The State Department is setting up an operation 
center, and I'm sure the State Department will claim that any 
interdepartmental organization such as this should be in the State 
Department. I'm convinced, both from what I've. seen in the field 
and in Washington, that you cannot effectively conduct these national 
security operations under the sole leadership of the State Department. 
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The classic éxample, in my judgment, is South Viet Nam. The 
President, on the 20th of April, asked Mr. Gilpatric to head up 

a Presidential task force to try to develop a program to prevent 
the Communist domination of Viet Nam. It soon became apparent 
that the problem as the Department of State saw it was one of 
maintaining the primacy of State in the control of all operations 
overseas, rather than really focussing on the problem of defeating 
the Communist effort in South Viet Nam. 

QUESTION: You say they are reluctant to work. towards success? 

COLONEL BLACK: They spend most of their time trying to make 
sure that the Government decision-making authority and control will 
be in the State Department, They went right back to their old 
principle that the first and essential element of the Viet Nam 
problem is to reform Diem; reform his government, and giving that 
priority over defeating the Communists. Defense has always felt 
that primary emphasis must be placed on finding a solution to the 
internal security problem, and to do that the reform of the Dien 
government would have to wait until you had established a reasonable 
degree of internal security. The State Department wants to make any 
additional military effort to improve the internal security program 
sort of a quid pro quo for instituting these internal reforms. The 
basic point is that the direction of this sort of thing has to be 
on the basis of national security rather than on foreign policy. 

QUESTION: You say then that such a center should be in the White 
House and not in the State Department? 

COLONEL BLACK: That's right. I have here a paper that sets 
forth the concept, and a longer paper that sets forth some 
argumentation, 

QUESTION: When you say a center, do you mean a committee? 

COLONEL BLACK: No, sir. | 

QUESTION: Who's in charge ? 
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COLONEL BLACK: The President. It has to be close at hand 
to the White House so that he can use it whenever he wants, but it 
should be manned by professionals from all departments and agencies 
of the Government, 

QUESTION: Is it simply to provide information and intelligence 
and that sort of thing, or is it to be an action group that checks 
on things and starts interdepartmental work and so on? 

COLONEL BLACK: First, it gives the President up-to~the~minute 
intelligence; secondly, it gives him communication withiwhich:he can 
personally communicate to’his ambassadors and to his field commanders 
all over the world, and it keeps him abreast of the status of 
approved projects and programs that have been started in the 
Government. It gives him, in effect, a mechanism for command 
supervision which I don't think he has today. 

QUESTION: I don't see how he'd accomplish that. 

COLONEL BLACK: In effect, he could determine from the infor-~ 
mation available in the center whether wetre making any progress" 
toward our objectives or not. 

STATEMENT: Gilpatric's task force on Viet Nam seems to be 
Symptomatic of our weakness. ‘The present consensus is the need to 
pull these things together and to get a program and to follow up 
on it, but now they're using ad hoc methods with a task force 
committee limiting their scope to one particular country which 
can't be considered by itself, in my opinion. The question in my 
mind is should there be some machinery on some permanent basis 
whereby you have this machinery essentially, State, CIA, and 
Defense, and a sort of permanent committee with broader responsi- 
bilities, in a sense like the 5412 Committee, but with broader 


responsibilities, not just to consider covert operations but all 


cold war operations. 
MR. DULLES: ‘Then you have another task force with Mr, Nitze 


on Cuba, another one on Iran under the State Department, and there 
was a fourth one under the State Department. 
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STATEMENT: Well, isn't that hopeless confusion? Doesn't it 
suggest that the President senses a need for the ability to pull 
things together and look to one place for some order? TI would say 
that he would need a permanent setup of the 5412 type. Your command 
post would be an essential part of this, but it would be just one 
aspect of this. 

RESPONSE: If you put it in the White House, it means in the 
Old State Department Building and then you have a medley of problems 
Such as security, and go on, and I think you should give the 
President a cushion. If you have the President sending out 
uncoordinated messages to Ambassadors all over the world, you're 
going to have chaos. 

STATEMENT: These are practical questions that have to be 
solved, 

MR. DULLES: Something of this kind should be established and 
the State Department, when they get the right men, ought to share 
in it. 

COLONEL BLACK: ‘The way; “toy get around the interdepartmental 
problem is to have vepresentatives of the departments in the command 
post as working members. They're not going to be representing their 
departments , they're going to be working for the President, but they 
would keep their departments informed and they know where to get 
information, and so forth. 

GENERAL TAYLOR: ,We are facing the same problem in an inter- 
national area that we faced in Defense; namely, the concept has now 
been abandoned by the Army, Navy, and Air Force, that the departments 
ber se can go out and fight wars. The people who do go out and 
fight wars are a task force. I think we are faced with that in 
international relations. ‘The State Department has developed people 
with certain skills, as has CIA and Defense. There ought to be 
something in the economic field, where you have that component well 
represented, Then the Ambassador sits on top of this group. and 
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reports back to the President. Now we haven't got to this, but 
ian't this the concept? 

MR. DULLES: Yes, and the Ambassador reports back to the 
President and not to the State Department, and your economic 
capability ought to tie right in. 

QUESTION: ‘To whom do you look at the present time for that 
kind of economic warfare advice? 

MR, DULLES: Mr. Ball. But we've never had since the War 
any office that looked upon the economic thing as a weapon to 
defeat someone, 

STATEMENT: Well, I think we ought to take this paper and read 
it over and possibly have another session on the matter. 

COLONEL BLACK: I would just like to make one point before 
I leave and I think it is an important one. This is the difference 
in thinking between State and Defense. State tends to be reluctant 
to apply national power, particularly military power, during its 
conduct of diplomacy because of the fear of complicating the 
strictly political and psychological situations. Elements in State 
have gotten to the point where they think that power is basically 
an immoral thing and the application of power in any form is an 
immoral act, and this is not true. It depends on whether or not 
you use power to preserve peace or use it for an immoral purpose. 

STATEMENT: I think that 1018 important that the President 
have representatives of both points of view, so that neither one 


would have freedom to dominate. 
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GENERAL SHOUP 


QUESTION: What action was taken on the over-all U.5. plan of action 
for Cuba developed by the JCS in late January? 
GENERAL SHOUP: It was considered by the JCS, but I don't know to whom 
it was distributed nor whet action was taken on it. 
GENERAL TAYLOR: At no time after January was there any reconsideration 
by the JCS of the need for that kind of paper to pull the whole thing together? 
GENERAL SHOUP: ‘To my knowledge there was no reference to it by the 
Chiefs, but what the Chairman might have done I don't know. 
QUESTION: What was the JCS view of the military feasibility of TRINIDAD 
and ZAPATA? 
GENERAL SHOUP: Only by having an opportunity to give my feelings on 
this whole operation can my observations be taken in the proper context. When 
I first learned that something of this nature was happening as 8 military man 
it immediately dawned on me that this was a whole lot more than dropping a few 
parachutists or running a boat ina a few various places along the island. I 
went through the NSC papers and discovered that the national policy was the 
overthrow of the Castro regime. CIA then drew up the TRINIDAD Plan and asked 
that the Joint Chiefs and the Joint Staff evaluate 1t from a military feasi- 
pility standpoint. This led to a very careful look at the mission. The mission 
had nothing to do with the armed forces of Cuba or the militia, with the excep- 
tion of that necessary to enter Cuba. ‘The personnel of this force were being 
better trained than the ordinary Cubans. Their task was to get ashore with 
\ this tremendous amount of equipment and supplies which was to be made available 
\ for distribution to the people who would rise up to assist the operation. They 
hed considered time and space factors available to them, and determined that 
this orgenization had sufficient time to get in there, get the materials ashore, 
and distribute then to the dissidents, The intelligence indicated that there 
{ 


were quite a number of people that were ready to join in the fight against 
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Castro. These people were to come into the beachhead and pick up this: Ὁ 
materiel, and then the beachhead would expand and they would very soon have 
a formidable military organization. Considering this plan and the location 
of the enemy forces on the basis of the time and space factors, dt appeared 
to me that they could accomplish their objective. Sometime later the Chair- 
men said the President would not approve the TRINIDAD Plan because it smacked 
too much of Normang, which would make 1t impossible to deny U.S. involvement. 
Consequently CIA was directéd to develop some alternatives. Later Gen. Gray 
came in and briefed us on some alternate plans and, as I understood it, there 
was no question about the Trinidad thing. It was out right there as fer as 
doing 1t in its original form. A new requirement was. levied on CIA to make 
theix lending where there was an airfield. It was my personal feeling that the 
airfield requirement virtually restricted the operation to the Zapata region. 
The JCS decided that there was no question sbout it, the Zapata area had the 
greatest possibility of success of the alternatives we were considering. 
Following this there was considerable discussion about how many aircraft 
Castro had, and the best way to eliminate the tanks. There seemed to be no 
question about being able to destroy Castro's etreraft with napalm, strafing 
and rockets, nor the ability to disrupt the tanks. That brings us to the 
place where the decision was made to go in and try the Zapata thing. However, 
one thought was predominate. You mst achieve and maintain air superiority 
or you are not going to be able to get ashore. 

QUESTION: Did you feel that Zapata was as good a plan as Trinidad? 

GENERAL SHOUP: No, sir. I questioned the swamp ares, Rowever, after 
considerable thought and discussion, I was satisfied that by dropping pare- 
chutists to block the roads and by using anti-tank mines you could accomplish 
the same objectives in the Zapata area that you could in the Trinidad area. 
However, there were complications in the distances the people would have to 
come to get the weapons » the problem of maneuvering would be more difficult, 
and the possibility of debouching would also be more difficult from the Zapata 


_ area. 


QUESTION: There was no civilian population. in the area at all, was there? 
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GENERAL SHOUP: There were about 1,800 people where the landings vere 
made. . 

QUESTION: You made the point thet one of the essential parts of the 
TRINIDAD Plan was the fact that they had a population there on which they 
could base their expension. Did you consider that possibility existed in 
Zapata? 

GENERAL SHOUP: Yes, sir. ‘The idea was that time and space factors were 
favorable. It was my understanding that there were lots of people just wait- 
ing for these arms, that they would get them in the same manner as they would 
have in the TRINIDAD Plan. However, you were closer to some of Castro's army 
forces and tank forces and you would have more difficulty debouching from this 
area. 

QUESTION: Did you visualize that this landing would attract sizable 
Castro forces? 

GENERAL SHOUP: Obviously, once he determined the location of the main 
invasion, Castro was bound to bring in his forces. 

QUESTION: How were the dissident Cuban civilians going to get their 
arms then? 

GENERAL SHOUP The parachutists and anti-tank mines would block the road- 
ways. Then the whole area would be in a state of revolt. There would be no 
problem of them coming through. These people would have been much closer to 
their sourceof arms than the enemy, because the enemy didn't know where they 
were caning in. 

QUESTION: Was there any impression that there was going to be a pre-D-Dey 


message to the population? 

GENERAL SHOUP: ἣν understanding was that the possibilities or ‘uprisings 
were increasing, that people were just waiting for these arms and equipment, 
and a8 soon as they heard where the invasion was that they would be coming 
after then. 

QUESTION: If you were in charge of the defenses in this area couldn't 
you get same artillery in and really give them he1l7 
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GENERAL SHOUP: It takes time. It's time and space. I didn't conceive 
of then stashing ell this stuff on one spot on the beach and waiting until 
somebody brings artillery down. . 

QUESTION: What was your opinion of what they were going to do? Get 
these arms out of there? 

GENERAL SHOUP: Right. And there would be people there to assist then 
and get the arms. This force, from my understanding, was highly trained in 
comparison with the militia. They hed proper arms, equipment, and leadership 

“to enable them to stand off the armed forces they could expect Castro to commit 
against then. 

QUESTION: How long did you think they'd be in the Bay? . 

GENERAL SHOUP: One day. I thought they'd unload those ships and get 
out of there. If they didn't get unloaded, they'd come back after dark, depend- 
ing upon whether they were actually rushed by the enemy or if they weren't, and 
depending upon where the people were that could use the arms. 

QUESTION: Was it your understanding that a lot of people in this area 
were going to come in and help? 

GENERAL SHOUP: I certainly thought there was going to be a number of 
them. We weren't just talking about the people that had homes in this area. 

We were talking about.the people who wanted to get the help they knew was — 
coming to them with this lending force. 

GENERAL SHOUP: I didn't think the militia were going to band together ; 
and harm this thing. Tt would take some elements of the organized force and 
if the actual time and place of the landing was not kmow, the enemy could 
not afford to commit all of his forces because he doesn't know where the main 
thrust will be. It was my opinion that the arms and ammnition they had with 
them vas nowhere near sufficient for the people that wanted them. 

QUESTION: ‘The JCS commenting on Trinidad said that it had a fairy chance 
of success. Then I think that the record shows that they viewed the next 


alternatives and said that Zapata was the best of these three plens, but that 
they still preferred Trinidad, 
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GENERAL SHOUP: Yes, sir, any corporal would have said that. 

QUESTION: ‘The enter Fated e chances of success for Zapata as some- 
thing less than fair. What was your appraisal of the chances of success of 
this operation? 

GENERAL SHOUP: ‘The plan they had should have accomplished the mission 
in Zapata, if the plan had been brought to fruition. 

QUESTION: You did not expect a quick or strong reaction from the Castro 
forces? | 

GENERAL SHOUP: I expected them to react, but not with some of the equip- 
ment with which they. did react, and I don't think they would have if the plans 
head been carried out, 

QUESTION: As you saw this plan develop, the amphibious landing on a 
hostile shore, dia you have any misgivings? Ὁ 

GENERAL SHOUP: I very frankly made this statement, if this kind of an 
operation can be done with this kind of a force with this mich training and . 
knowledge about it, then werare wasting our time in our divisions, we ought 
to go on leave for three months out of four. 

MR. DULLES: Do you realize how many military men we had on this task 
force? Some of your very best officers. We took a great deal of responsibility, 
but we called on the Defense Department and I looked to then for military judg- 
ments. I didn't look to our people for military judgments. 

QUESTION: General Shoup, isn't that statement of yours somewhat in 
contradiction with your over-all optimism that this plan would work? 

GENERAL SHOUP: No, sir, it is not. 

QUESTION: Would you say that you took the same interest in this operation 
and made the same personal analysis as you would have done had you been in 
charge? , 

GENERAL SHOUP: 111 say this. I spent a lot-of sleepless hours over 
this because I worried about the thing because there was no plan for helping 


these men if there was something unforeseen, an act of God or something, that 


_prevented a@ successful landing. In my opinion there would be no way to save 
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them. There was no way to guarantee its success, but if the plen.was executed, 
Ν es planned, I believe it would have been successful. I couldn't find out all 
j I wanted to about the plan. I kmew I wasn't supposed to.. It wasn't my responsi- 
bility. Had I been completely responsible I think I would have known about 
everything. There were only four people in my headquarters that knew anything 
about the plan. 

STATEMENT: Let's go back to thig question of militery responsibility. 
Certainly you, as Commandant of the Marine Corps, had no responsibility for it, 
but a8 a member of the Joint Chiefs you did have responsibility for this operation. 

GENERAL SHOUP: That's not my understanding. 

STATEMENT: At least the JCS as a corporate body had responsibility for 
this operation, 

GENERAL SHOUP: That's not my understanding, only insofar as the Commander 
in Chief might want to know something about the adequacy of the plan, or the 
probability of success. Otherwise I don't feel that I or the other Joint Chiefs 
had any responsibility for the success of this plan. 

QUESTION: The Joint Chiefs are by law the advisors to the Secretary of 
Defense, National Security Council, and the President. Consequently, would you 
say that you should volunteer any advice on this subject? 

GENERAL SHOUP: As a member of the Joint Chiefs I don't know what the 

| Chaixman did. I don't know what happened at a lot of meetings at the White 
House or the State Department but I do know this, that within the corporate body 
I for one emphasized tine after time that we had to have air superiority and 
we had to help this outfit fend off the force they were going to have opposing 
them down there. 

ADMIRAL BURKE: There are three or four things that are the basis of 
this thing that ought to be clear. One is the responsibility of the Chiefs 
to comment on the plen. Another 18 the actual conduct of -the operation, which 
was all in one place and that was in CIA, 

MR. DULLES: But thet was done by military personnel. 

ADMIRAL BURKE: Bub not under our command. structure. 

STATEMENT: But as edvisors to the President: the JCS had e responsibility 
The President had the right to Look to the Joint Chiefs for advice during the 
planning or execution phase Δ᾽ they thought they had something important to offer, 


GENERAL SHOUP: ‘That's true » 88 limited by their knowledge of all aspects 
of the plan. 
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STATEMENT: And in the absence of hearing fran the Chiefs he had a 
right to assume that everything was going satisfactorily. 


GENERAL SHOUP: Yes, to the limit of our knowledge. I want to tell you 
this right now. Had I as an individual heard that they were going to call 
off the air strikes I'd have asked that the Commander in Chief be informed. 
I'd have called him myself because it was absolutely essential to success. 
The D-2 #£fair was only a half effort. , . 

MR. DULLES: General, may I add this. The D-2 Day was essentially a 
plot, not a plan. The plan was the D-Day strike. 

QUESTION: Do you feel that you had absolute and complete knowledge about 
this operation? 

GENERAL SHOUP: Absolutely not. 

QUESTION: Did you understand that the President and his advisors were 
looking to you for your military evaluation of this plan? 

GENERAL SHOUP: ‘The thing that we were asked to do was to determine 
which of the three alternatives was the best. 

QUESTION: But then after that, did you understand that during that 
period of time that the President was looking Ὁ you, the JCS, for the mili-. 
tary evaluation of the operation? 

GENERAL SHOUP: I would have to presume that in accordance with his 
title as Commander in Chief he would be thinking about the military part. 

. QUESTION: But you understand that he wanted to get your advice and 
ideas also? 

GENERAL SHOUP: That was never stated. 

QUESTION: What I em getting at is that if you feel that you didn't have 
full knowledge and information on the Plan and at the same time the President 
was looking to you for advice, 1t seems to me it would be almost impossible 
for you to give him the military evaluation. 

GENERAL SHOUP: Well, you had to look at it in the context of what the 
agency said about the uprisings. I had no possible way to know or evaluate 
them. That in itself was a particulerly important factor, 
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STATEMENT: There was a general impression that the Joint Chiefs of 
Staff had approved this operation. I don't think there is any doubt but what 
they went ahead thinking that you and the other Joint Chiefs had approved the 
plan, but you now say that you didn't have full knowledge and information in 
order to evaluate the plen. That in itself is of some significance for the 
future. 

GENERAL SHOUP: One of the main features relating to the ultimate success 
of this was not whether you could put these ships in here and unload this mili- 
tary equipment, whether the people were properly trained to fend off a reason- 
able enemy effort. 

STATEMENT: Your idea of the plan is entirely different from some other 
peoples' idea of the plan. 

GENERAL SHOUP: I'm telling the truth as I know it. 

STATEMENT: I don't think there is any doubt about that. 

STATEMENT: The idea thet the people would land on the beach and then 
take off into the swamp is a new one to us. 

ADMERAL BURKE: There was great euphasis on the uprisings and we spent 
hours and hours determining how to get additional equipment. We ended up 
with equipment for 30,000 people. ‘The only slight difference I have with 
General Shoup is that it was my understanding that this group hed to be able 
to hold a beachhead for sane time, for several days. 

STATEMENT: It’s very significant that the Commandant of the Marine 
Corps whom the President of the United States and the Secretary of State 
thought had approved this plan, had an entirely different idea of what the 
Plan was. It seems that something has gone wrong somewhere along the line. 

GENERAL SHOUP: This whole thing was a function of time. 

STATEMENT: But when I asked you, you said they were going to get out of 
there the same day. They were only gcing to hold a beachhead long enough to 
unload the equipment. There wasn't any possibility of anybody coming down 
there. There wasn't anybody around there. ‘Their idea was to hold that beach- 
head. I think it is important that when the President and the Secretary of 


State think they have your view, that they do have your view. 
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GENERAL SHOUP: I don't think that the Chairman should go to the 
President as Coumander in Chief on an operation of this kind by himself. 

There are three people here who are quite knowledgeable. The Chairman 
undoubtedly has a good grasp, but when you hit something like this, details 
are important. 

QUESTION: During the execution of this operation did you keep informed 
of what was taking place? 

GENERAL SHOUP It is a question of degree.. I had a liaison officer 
working for me to keep me advised. 

QUESTION: The ammunition situation turns out to be the vital factor 
that caused the ultimate defeat at the beachhead. Dia you have a clear picture 
of how vitally the beach was hurting for ammmition? 

GENERAL SHOUP: No, with the exception that I was told that the ship that 
was sunk had arms and tank ammunition. 

QUESTION: But at the end of the second day's fighting no one communicate - 
to you the crisis that had arisen as a result of the lack of ammunition? 

GENERAL SHOUP: Yes, to the extent that the ships that were sunk had this 
vital ammmnition. Whether or not the @rops had rectified this situation I 
didn't know. 

QUESTION: What was your understanding of additional resupply of ammunition 
by ship? 

GENERAL SHOUP: ‘They had a regular plan drawn up. _I can't tell you 
exactly what the plan was. The equipment was for 30,000 people. 

QUESTION: Was it reported to you that two of the cargo ships that had 
reserve ammunition had fled the area and one got as far south as 200 miles? 

GENERAL SHOUP: No,. ‘sir. 

GENERAL TAYLOR: May I summarize now what my understanding is? That you 
would say that you as members of the Joint Chiefs first concurred in the feasi-~ 
bility of TRINIDAD Plan; that with regard to the Zapata Plan you concurred that 
it was the best of the three alternatives considered, and as you saw the plan 
develop you still felt it had & reasonable chance of success. 


GENERAL SHOUP: For the mission as I understood it. 
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GENERAL TAYLOR: You feel that the Joint NL recognized their responsi- 


bility for advising the President » but did not make any special comments to 


him mainly because you thought the plan was going along all right. 

GENERAL SHOUP: I think you have to preface all these remarks by recog- 
nizing thet I was nob consulted es to whether such a thing ought to happen. 
That wasn't my business. 

GENERAL TAYLOR: The overthrow of Castro you accepted? 

GENERAL SHOUP: Yes, that was national policy. 

[ΠῚ ΠῚ GENERAL TAYLOR: Wouldn't you say that the Joint Chiefs had every right 
| and responsibility if they didn't believe that an amphibious landing of this 
kind would succeed; to so advise the President? 

GENERAL SHOUP: Absolutely. 

GENERAL TAYLOR: Were you satisfied with the plan as being a feasible, 
reasonable plan? ' 

GENERAL SHOUP: ‘To accomplish the mission as I understood it, not the 
destruction of the armed forces, 

QUESTION: What was the mission? . 

GENERAL SHOUP: The mission was to get some well-trained military people 
into Cuba, who could gather into their fold and equip all the people that were 
just waiting for a chance to get at Castro, then these military people could 
develop & réal military organization and increase their strength to the extent 
that the whole Castro regime would fall apart. , 


QUESTION: The success of this operation was wholly dependent upon " 


popular support? 

GENERAL SHOUP: Absolutely. Ultimate success, 

. STATEMENT: Not only ultimate success, but any success really. | 

QUESTION; Who gave you this informetion on the uprisings? 

GENERAL SHOUP: I don't know. I suppose it was CIA. Well, it's obvious 
we wouldn't be taking 30,000 additional rifles Af we didn't think there was 
going to be somebody to use them. I don't think any military man would ever 
think that this force could overthrow Castro without support. They could never 
expect anything but annihilation. 
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QUESTION: You'd say then that they would still be on the beach if the 
plen had been carried out as conceived and depended upon popular uprisings 
throughout the island of Cuba? Otherwise they would have been wiped out? 

GENERAL SHOUP: Absolutely. I don't think there is any doubt at all. 
Eventually 1,500 people cannot hold out against many, many thousands. 

QUESTION: Would you send 1,200 Marines in there to do that? 

GENERAL SHOUP: No, I wouldn't, unless 1,200 Marines are going to be 
assisted by 30,000 Cubans. . 

QUESTION: Did somebody tell you there'd be 30,000 Cubans? 

GENERAL SHOUP: No, they didn't, but we were getting materials ready for 
then. 

QUESTION: Did you ask esbout the swamp? 

GENERAL SHOUP: Yes, I asked about it on the first briefings. Even in 
the reiny season parts of it were passable by foot and in the dry season mich 
of 1t was passable by foot. There were a number of egresses other than the 
roads. That's what we were told. 

QUESTION: Were you in touch with General Gray during this? 

GENERAL SHOUP: To my knowledge I was personally present each time that 
General Gray briefed the Joint Chiefs. 

QUESTION: But aside from that, did he give you eny individuel briefings? 

GENERAL SHOUP: No, sir. 

QUESTION: re you were going to do this again and there was still the 
requirement that 1t be a covert operation, what changes would you make? Any- 
thing that would be materially different? 

GENERAL SHOUP: I don't think that at this time in 1961 or hereafter you 
are going to do it covertly. 

QUESTION: Did you really think that this could be covert in the sense 
that it would not be attributed to the United States? 

GENERAL SHOUP: ‘I did not. 
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GENERAL WHITE 


(The following notes are not a verbatim record, but represent 


the general substance of the statements made.) 


QUESTION: What action was taken on the over-all U.S. plan 
of action for Cuba developed by the JCS in late January? 

GENERAL WHITE: I don't Imow. , 

QUESTION: What was the JCS view of the military feasibility 
of the Trinidad and Zapata plans? 

GENERAL WHITE; Our evaluation was that the operation had a 
fair chance of success based on (1) the mission and (2) the 
intelligence, which indicated that popular uprisings were likely. 
The next point that weighed heavily in my mind was the probability 
that this force could escape into the hills to the northwest of the 
beach area and join with guerrillas there if they were unable to 
enlarge the beachhead, The third point was the importance of 
surprise, particularly in the air part of the picture. The Zapata 
plan was briefed at a 085 meeting. I was not there. Curt LeMay 
was, however, and he filled me in on the three alternatives; and 

_the fact that the Chiefs thought that the Trinidad operation was 
still the best, but that of the three alternatives presented, 
τ Zapata was probably the best, 

QUESTION: As you learned more about the Zapata plan, did 
you ever make an appraisal in your own mind as to the probability 
of success? 

GENERAL WHITE: I felt all along that the success or failure 
of this operation depended almost entirely upon the reaction of 
the Cuban people. If we were able to establish and enlarge the 

beachhead somewhat, plus other subsidiary operations, ar we did these 
things, the Cuban people would join in, ° 


QUESTION: Describe your recollection of the beachhead plan. 


, How did you visualize that this force would behave when they got 
ashore? 


GENERAL WHITE: Well, the number one thing that I felt was 
vital was surprise air attacks on the several air fields. While 
I don't have a high regard for the Cuban air force, certainly it 
is 8 prerequisite for going ashore that you have air control, 
and I think the air strikes were the key to it and surprise was 
the key to: the! key so to speak. It seemed to me that if the 
location and timing of the attack were not lkmown, that they would 
have a very good chance of establishing at least sufficient λοᾶρ- 


ment to be able to escape without disaster, 


QUESTION: Assuming the air strikes? 

GENERAL WHITE: Yes, and that the air strikes were achieved 
with surprise. . 

QUESTION: When the Joint Chiefs commented on Trinidad and 
as Zapata initially developed ‘to trihe the only strikes on D Day, 
did that appear adequate to knock out the Castro force? 

GENERAL WHITE: It was felt that heavy surprise attack, and 
if I could have only had one, I would have picked the one on D Day 
rather than one earlier, for two reasons: (1) τ think the early 
one may have tipped off that this thing was coming, (2) I remember 
mentioning down there that I was a little bit worried about the 
relationship between Cuba and Guatemala because 1t would be obvious 
that the aircraft were coming from there, and I wasn't quite sure 
what the situation would be, At another point I thought that if 
we did do the pre-D Day strikes, there was a pretty good chance 
that world reaction would be such that the thing would be called 
off, and I had been keen on the United States seeking the initiative 
in some areas, and I thought that on balance this was a feasible 
show and I wanted to see it go on. 

QUESTION: How did you feel about the final limited plan of 
eight sorties against the air fields? ὁ ᾿ 

GENERAL WHITE: In my opinion, it was fatally weak, 

QUESTION: Would it have been better not to have had them. 

GENERAL WHITE: I think the best operation would have been 


to launch as heavy a strike as’ we could on the air fields on the 


day of the attack, 


Εν .  " 
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QUESTION: Who was the proponent of the D-2 strikes, Allen? 
I don't recall that point. 

MR. DULLES: I think that it was partly in our shop and partly 
with Mac Bundy, as 1 recall. The idea of the defections -- this was 
one of the keys to' the. idea that the planes that were striking Cuban 
airfields were operating from Cuba. 

MR. DULLES: I can't say whether that limited strike concept 
was ever brought over here or not. I think it must have been known 
to General Gray, but I don't know whether it was discussed in the 
Joint Chiefs. 

ADMIRAL BURKE: It was, but not before it was decided to do it. 
I think that this was done at the behest of State in order to get 
a Cuban defector ahead of time, so’that it would be believed that 
Cubans were conducting the air strikes from Cuba, 

STATEMENT: Well, ν 1} see what Gray's record shows on that. 

QUESTION: You thought that Zapata looked like a feasible plan? 

GENERAL WHITE: Yes. However, I felt it was inferior to the 
Trinidad plan. 

QUESTION: Did you feel that you had a reasonable understanding 
of what the plan amounted to by the time D Day approached? 

GENERAL WHITE: Yes, I had a reasonable understanding of the 
plan as it was supposed to go but didn't. 

QUESTION: Would you say you made a personal study of this 
at least of the air elements? 

GENERAL WHITE: ‘ Yes, and I had action officers who were 
privileged with this information who worked very close with the 
Joint Staff and with CIA and on appropriate occasions they briefed 
me on what was going on in addition to the meetings we had formally 
in the JCS. 

QUESTION: Do you recall when you learned about this D-< plan? 

GENERAL WHITE: No, I do not. I have no memory of any change. 
The D-1 strike and the D Day strikes were the onés that I was under 
the impression would go. 

QUESTION : I forgot the D-1 air strikes, Allen, That was 
discussed I know, but did that ever get going?. ᾿ 
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MR. DULLES: Well, that was Giscussed, but it never went. 

GENERAL WHITE: May I say I remember very well the discussion 
of defectors. We got into it because we had the air defense force 
moving down to Homestead in Florida with its additional radar, and 
we wanted to get the defectors in and to be on guard in case the 
Cuban air force made a strike against Florida, 

QUESTION: You were in favor of this plan then? 

GENERAL WHITE: Yes, to the degree that it had a fair chance 
of success on the basis that the objective was to get a rallying 
of Cuban people, 

QUESTION: Did you make any distinction between Zapata and 
Trinidad? 

GENERAL WHITE: In my opinion the Trinidad Operation was a 
better one, but once the decision was made to go into Zapata, we 
backed it, 

QUESTION: You wouldn't have backed it if you didn't think 
there would be a chance of success? 

GENERAL WHITE: I think 10 also had a fair chance of success, 
but I think the chances were better in the Trinidad operation, 

QUESTION: Viewing this from the point of view of the 
President, you, of course, felt that the JCS were the primary 
military advisors. He heard nothing from the Chiefs with regard 
to any infeasibility of this Plan. 18 it fair to say that the 
Chiefs would have volunteered their comment if they really thought 
that this thing was going. badly? 

GENERAL WHITE: Without any question. The problem was that 
there were last minute changes of which we did not know. 


QUESTION: You vefer to the last minute cancellation of the 
air strikes? 


GENERAL WHITE: Yes. . 

STATEMENT: But that Was just one factor, 

GENERAL WHITE: .I think that was a very key factor, sir. 
STATEMENT: Well, in this operation, I think we would be 


convinced that the Plan wouldn't have been any. more successful 
if we had had the air strikes. 
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GENERAL WHITE: Well, ΒΝ really belleve that the Cuban air 
force had a “whale of an effect on ‘the bad outcome. It is diffieult 
to say what an air strike on D Day at dawn would have done, but 
it might very well have made the difference in my opinion, 

QUESTION: In the performance of the T-33s8, were you surprised 
at how effective they were? 

GENERAL WHITE: I was surprised to find that they were armed, 

QUESTION: You did not consider that they were combat aircraft? 

GENERAL WHITE: We did not, 

QUESTION: Well, had you known they were armed? 

GENERAL WHITE: Well, there again you come back to how effective 
the air strikes would have been, I certainly would have wanted the 
T-338 to be one of the main targets of the strike force. 

QUESTION: Was it any surprise to’ you that these T-33s could 
take out the B-26s, . | 

GENERAL WHITE: No, there was no surprise about that, That's 
another thing, the B-26s were used as air cover over the beaches. 

The B-26 is a light bomber, 

STATEMENT: Yes, but you knew that waa the case ~- that 
that was the only cover they would have on the beach. 

GENERAL WHITE: Yes, but they were supposed to have air strikes 
which would come first and the B-26s, as I understood it, would 
be used largely for ground support. 

QUESTION: You said that you would have recommended that the 
T-338 be knocked out? 

GENERAL WHITE: ΤῺ planning these strikes for the three airfields, 
certainly I would have urged that we concentrate strikes on the fields 
that had the 1-338, 


*. 


QUESTION: Would you have made a recommendation that they be 
knocked out? . 

GENERAL WHITE: We didn't know that they were armed, 

QUESTION: Based on the information you had, then you would 
never have recommended that they be Imocked out? 

GENERAL WHITE: They would have been included in the over-all 
plan to knock out Castro's alr force, 
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STATEMENT ; Yes, but they were on the field on D-2, but they 
didn't Imock them out, ΝΕ 

GENERAL WHITE: Had we known that the 1-338 were armed, we 
might well have highlighted the field where the T-338 were located, 

QUESTION: Did you think that the crews they had were 
sufficient in number? Did that concern you at all? 

GENERAL WHITE; I think the numbers were adequate, We sent 
an Air Force officer down as part of a team to make an evaluation, 
They made quite a complete report, The report wag very favorable 
on the quality of the Cuban Pilots, ; 

QUESTION: By the time D Day afternoon came, the crews were 
exhausted because they had to ‘fly’ from Nicaragua to Cuba in a 
8éven-hour trip, - 

STATEMENT: This is a very important point, 1 think the 
record shows that they had 17 cuban pilots and about six American 
pilots. Now, suppose they had knocked out Castro's aircraft and 
then provided air cover over the beach because the invasion force 
immediately attracted very heavy forces of the Castro ground 
monet As I picture it, this would have put a major strain 
on this little air force, 

ADMIRAL BURKE: [I think some of the Pilots! energy wag 

. dissipated in Sitting up all hight waiting to gO and they didn't Bo, 
but this wag just as bad ag going, 

QUESTION: How many pilots would it take to keep two planes 
over the airfield during daylight? 

GENERAL WHITE; Do you want me to check it or give you an 
off-hand answer? 

QUESTION: “Dad that ever occur to you during this time? 

GENERAL WHITE: Perhaps not specifically, but rim sure I 
évaluated it in my own mind and my people did, 

QUESTION: What Was your concept of this plan? What was it 
intended to do, and how would they go about it? ᾿ 

GENERAL WHITE; τῆ was intended to make a lodgment énd then 
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QUESTION: The guerrillas were ° come tn to the beach? 

GENERAL WHITE: Yes, wherever they could join in. , 

QUESTION: Then they would just come down into that area 
where the landing took place? 

GENERAL WHITE: ΣΙ understand that there were leaflets to be 
dropped and 8 general call for the people to rise against Castro. 

QUESTION: When was the uprising to take place? 

GENERAL WHITE: I think as soon as it could be generated. 

QUESTION: Was it to take place simultaneously or within a 
short period? 

GENERAL WHITE: Within a short period, I would Bay beginning 
with D Day it ought to snowball. 

QUESTION: How did you visualize any great number of these 
civilians coming in to the beachhead area with Castro's forces 
coming down the same route, in, behind, and along the lines of 
communication? 

GENERAL WHITE: I understand there were a good number of 
defectors who came over even under the circumstances. 

QUESTION: Did you think that this Broup of 1,200 people 
could hold this beachhead? 

GENERAL WHITE: There was a fair chance of holding the 
‘beachhead if the air was knocked out. We had also anticipated - 
that there would be more uprisings throughout Cuba which would 
divert the Cuban armed forces elsewhere and they would not be 
able to concentrate on this one place, 

STATEMENT: Just so the record is complete, when we had a 
briefing from one of the Pilots, we asked him about the 1.338 
and he said they weren't aware at that time of the problem or 
difficulty with the 1.338 and they concentrated on the B-26s, 

QUESTION: The question of going guerrilla has come up. 

It was thought that if things went badly, these people could 
operate as guerrillas. How was this presented to the Joint 
Chiefs and how did they regard that alternative? 

GENERAL WHITE: On this particular operation, I cannot say. 


On the Trinidad operation, I've a very clear memory. 
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QUESTION: Would you SO the guerrilla phase was 
specifically studied by the Joint Chiefs? 

GENERAL WHITE: Only the fact that there were guerrillas 
in the area and that it was anticipated that the people would 
join with them. 

QUESTION: Was there any thought to evacuating by sea? 

GENERAL WHITE: Not unt4l later in the game, . 

QUESTION: How did the Joint Chiefs follow the course of 
the operation after D Day? Were you kept. informed of what was 
going on? . 

GENERAL WHITE: I was kept informed generally by my action 
officer, 

QUESTION: Did you have liaison with General Gray's office? 

GENERAL WHITE: Yes, sir. | . 

QUESTION: Were you aware of the criticality of the 
ammunition situation at the end of the second day? 

GENERAL WHITE: I had heard about 1. ) 

QUESTION: But you didn't have any realization that the 
battle would be won or lost the night of Dil ~ Dt2 unless they 
got ammunition? 

GENERAL WHITE: No. My impression is that in general we 
had very little knowledge of what was actually taking place at 
the beachhead, | 

QUESTION: How would you define the responsibility of the 
Joint Chiefs of Staff'in this operation? 

GENERAL WHITE: Number one, we were called on for our views; 
we gave them to the best of our ability; and once the decision 
was made to go into Zapata, we supported it any way we could, 

QUESTION: Would you say you had the responsibility to 
volunteer advice to the President and Since he received no 
contrary advice he had a right to assume that all was well? 

GENERAL WHITE: Yes, except that a number of things took 
Place that I did not Imow about. I knew nothing about the 


cancellation of the air strikes. 
! 


—SEGRET- 
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QUESTION: I'm going to ask the same question I asked 
General Shoup. Do you feel that the JCS studied this plan 
and gave it that cold hard look which they would have given 
it had it been their plan? 

ἢ GENERAL WHITE: Certainly they did with the Trinidad plan. 
1 don't know about Zapata, I was not there when it was briefed, 
It was my understanding, however, that the basic over-all con- 
siderations were similar. I would say we did not make as 
detailed an evaluation of the alternatives as we did the 
Trinidad plan, 

QUESTION: Looking back on this thing now with the benefit 
of experience, how do you.feel about the covert nature of the 
plan? ‘Was 4t realistic to consider that this could be kept 
covert - by that I mean a plan that cannot be attributed plausibly 
to the United States? 

GENERAL WHITE: I am sure that we could not expect to train 
8 very sizable group of people with aircraft in any part of the 
world at least any populated part of the world without the world 
knowing. So I am sure that the training base in Guatemala was 
well known to the Cubans. This is hearsay. I was told that 
somebody briefed many Latin American governments about this forth- 
coming operation to get their views and met with almost unanimous 
disapproval, I'd say this alone was enough for a tipoff. 

STATEMENT: I believe this was Mr, Berle's mission down south, 

QUESTION: Do you have any comment on a landing on a hostile 
Shore which is covert? 

GENERAL WHITE: I don't object to the military doing covert 
things; in fact, this may be a wise way for the future on this 
sort of thing. But there are certain considerations; I don't 
believe you. should have U.S. officers in uniform because this 
puts them into ἃ different category and they take risks beyond 
those which are usually expected of them in peace time. As far 
88 covert operations are concerned, I think probably they should 


be done under the aegis of some agency other than Defense, 


. 
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MR. DULLES: The question is, can there: be a section in the 
Department of Defense that has been sheep-dipped or something. 
How are we going to do this in the future? 

GENERAL WHITE: I think there should be Greater Department 
of Defense participation; in fact, I think perhaps the responsi-~ 
bility ought to be Placed on military professionals, but I believe 
it still should be under the aegis of some other agency, I would 
not like to see this type of operation attributable to the Depart- 
ment of Defense, 

STATEMENT: It might have been done something dike this, 
The CIA could have done everything’ up to and including recruiting, 
assembling, and putting them into a covert training area, and 
organizing the covert protection around it, Training at that 
point could have been turned over to the Department of Defense, 
Planning could have been turned over to thé Department of Defense 
and.the execution turned over to the Department of Defense, 

GENERAL WHITE: That's all right with me, However, I think 
that the cover should be with the CIA or some agency other than 
the DOD. 

MR. DULLES: When you get an operation this big, the cover 


‘blows off. 


QUESTION: What do you say about the quality of interdepart- 
mental coordination on this plan? 

GENERAL WHITE: I think it could be improved very much, 

I don't know of a formalized body short of the NSC that takes, 
8. problem like this and integrates all the interested Government 
agencles into a planning group. 

STATEMENT: It's been a problem for a long time, 

GENERAL WHITE: I think not only in this type of thing but 
in the cold var. After all, in hot war, we're certainly organized 
for it and we hope ready for it, Limited wars - we're organized 
for and we hope prepared for, but this kind of covert operation — 
we're talking about now 18 part of the cold war. The cold war 
is on every day of our lives and I think we need a similar 
organization to fight the. cold war, 


that it was supported by the Joint Chiefs of Staff. Τὴ view of 
811 this, do you feel it was, given sufficient time and. attention 
by you as an individual and by the Joint Chiefs of Staff? | 

GENERAL WHITE: JI will make the single point that General 
Shoup made. I think there were times when the Chairman was 
consulted and although he has been extraordinarily conscientious 
to keep us informed, I think that things took place at levels 
above the Joint Chiefs of Staff about which we were not fully 
informed. On those things which we had cognizance of, I believe 
the Joint Chiefs accomplished their task. 

MR. KENNEDY: For instance, as I look at the records, I. see 
that the original Zapata Plan plus the alternatives were considered 
by the JCS for twenty minutes. 
. GENERAL WHITE: I can't tell you the times because I wasn't 
there, but I believe by virtue of the study that was made on the 
Trinidad Plan, that it was fairly easy to have a good look at the 
Zapata Plan and come up with a statement that the Trinidad Plan. 
was still the best, but that of the three alternatives Zapata was 
the best. 
. ' QUESTION: Then your answer is that you feel that you gave 
‘sufficient time, opinion and study. 

GENERAL WHITE: on an over-all basis, yes, sir. 
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COLONEL GAINES 


(The following notes are not a verbatim record, but represent 


the general substance of the statements made,) 


QUESTION: Did you brief the pilots before D-2? 

COLONEL GAINES: That's corract, : 

QUESTION: Were the T-33s considered a dangerous weapon in 
the hands of Castro? 

COLONEL GAINES: Yes, sir, 

QUESTION: Were the pilots briefed to knock them out first? 

COLONEL GAINES: No, they were told to knock out any offensive 
aircraft, including B-26, T-33, Sea Furies and any single-engine 
combat type aircraft in the parking area. 

QUESTION: Was there any priority? 

COLONEL GAINES: Not by aircraft type. The plan was based 
on destroying all offensive aircraft, 

QUESTION: A pilot by the name of Hayden gave us quite a 
different picture. Was he an important figure there? 

COLONEL GAINES: He was one of our intelligence officers, 

QUESTION: Was he at the briefing? 

COLONEL GAINES: He assisted. However, I was the person in 

_ charge of the briefing. 

QUESTION: Were these T-338 isolated or were they interspersed 
with the other aircraft? ᾿ 

COLONEL GAINES: ‘They were isolated to the extent that they 
were parked on individual revetments, 

QUESTION: How many T-33 aircraft were there? 

COLONEL GAINES: There were four on the 6th of April parked 
at San Antonio de log Banos, there was one Parked at Santiago de 
Cuba, and these were the Photos we used for planning our strikes, 

QUESTION: How many did you knock out? 

COLONEL GAINES: We knocked out all put two and then between 
the 15th of April and the 18th of April they managed to get one 
more aircraft into commission. Out of the five we feel that we 
knocked out three during the D-2 strikes, 
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QUESTION: Whose idea was the D-2 air ‘strikes? 

COLONEL GAINES: I cannot tell you that, 

QUESTION: ;,. Were you in favor of these strikes? 

COLONEL GAINES: I was in favor of any effort that would 
knock out their offensive air capability. 

STATEMENT: It could be argued, I think, that for a limited 
air strike of only eight planes, you were giving up the benefit 


of surprise on D-Day, Furthermore, that he should have dispersed 


his airplanes if he'd used his head. 


COLONEL GAINES: That's what I was afraid of, Our original 
Zapata Plan was based on strikes on D-Day only. They were to make 
strikes at dawn and then go back in the afternoon and strike any 
that hadn't been kmocked out in the morning raid. 

QUESTION: Did you think that the pre-D Day strikes strengthened 
the plan? 

COLONEL GAINES: Del would strengthen the plan, 

STATEMENT: I can see that, but I have real doubt in my 
mind as to whether you did well by accepting those other D-2 strikes. 


GENERAL DECKER 


(The following notes are not e@ verbatim record, but represent the 


general substance of the statements made. ) 


QUESTION: What action was taken on the over-all U.S. plan of action 
for Cuba developed by the JCS in late January? 

GENERAL DECKER: Nothing positive. 

QUESTION: What was the JCS view of the military feasibility of 
Trinidad and Zapata? 

GENERAL DECKER: We felt that success in terms of the mission, as we 
understood it, was feasible; that this force would be able to get ashore 
and establish a bridgehead and thereby provide a catalyst to which other 
dissident elements throughout Cuba might rally. Trinidad was reviewed first 
and then several alternatives were considered. However » the JCS considered 
Trinidad preferable to any of the alternatives. 

QUESTION: Did you ever evaluate the chances of success of the Zapata 
operation in your own mind? 

GENERAL DECKER: If this had been a regular military force, Trinidad 
would have been better for a regular type landing. However, for the pur- 
pose of the landing that was planned under the Zapata concept, this area 
provided a reasonable chance of success. 

QUESTION: What was the purpose of Zapata? 

GENERAL DECKER; The same as that for Trinidad, to establish a beach- 
head, serve as a catalyst for uprisings, and get people into the beachhead 
area to build up the force. 

QUESTION: How could people get into the area to butla up this force? 

GENERAL DECKER: Well, it was more difficult than reaching the 
Trinidad area. However, this force had a secondary purpose, and that was 


that if trouble developed that they couldn't handle, they were to go to 
the hilis. ᾿ 


“ἘΠΕ ΞΕ ΠΞΙ ΤΙΝΕτ-- 
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QUESTION: Did you look at the Zapata area from the possibility of 
conducting guerrilla operations in the area? 

GENERAL DECKER: I thought there was too mich swamp. It would be 
difficult for people to join in the beachhead area. It was visualized 


that there would be several focal points of activity in the beachhead 


area. 

QUESTION: Did you visualize that one of these groups might be wiped 
out? 

GENERAL DECKER: We pointed out that if surprise was lost they might 
be wiped out. 


QUESTION: ‘To what extent did you go over this plan? 

GENERAL DECKER: I went over it thoroughly with Army planners. We 
reviewed the Trinidad Plan thoroughly. However, since Zapata was so similar, 
we didn't express our views on it to the degree that we had on Trinidad. 

QUESTION: What was the understanding of the importance of control of 
the air? Were the Chiefs satisfied with the plan without pre-D-Day strikes? 

GENERAL DECKER: The advantages of pre-D-Day strikes would be that 
Castro's alrcraft would be knocked out prior to the landing. I was in favor 
“of pre-D-Day strikes two or three days in advance. 

STATEMENT: I believe that the Zapata Plan included an air strike at 
dawn on D-Day. The D-2 strikes developed later in April. 

GENERAL DECKER: ‘The air plan was changed several times without my » 
knowledge. ‘ 

QUESTION: What was the understanding of the JCS as to the action of 
the landing force if it effected a lodgment but no uprisings occurred? 

GENERAL DECKER: There was supposed to have been an announcement of 
a provisional government once the bridgehead had been established. ‘Then 
if this group didn't get support from the populace, ‘they were supposed to 
go to the hills. I don't recall any discussion of sea evacuation... ᾿ 


QUESTION: ' How did you follow the course of the operation after D-Day? 
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GENERAL DECKER: I was out of the city temporarily on Monday, the 17th, 
but returned to Washington that evening. General Eddleman attended several 
meetings in my absence. After my return we were briefed on developments at 
the JCS meetings. 

QUESTION: When did you get the impression that the ammunition situation 
was critical? 

GENERAL DECKER: JI believe it was on the 18th when I received word that 
several of the ships had been sunk. 

QUESTION: Was it called to your attention that two ammunition ships 
had gone as far as 200 miles south? 

GENERAL DECKER: Not that I recall. 

QUESTION: Did the Chiefs discuss whether or not the attempt to keep 
this covert was feasible? 

GENERAL DECKER: It never Occurred to me that we could disown support- 
ing this operation. 

QUESTION: Do you feel that CIA igs capable of running en operation 
like this? 

GENERAL DECKER: I'm not able to say if they were capable. I wilt 
say @S a general rule, however, that military operations should be con- 
trolled by the military, 

QUESTION ; Do you think that at some point the control should have 
been passed to the military? ‘ 

GENERAL DECKER ; As long as the United States is going to back an 
operation of this sort , it seems that the military should be responsible 
for the whole thing. They should do the Planning, training, evaluation, 
and the execution. 

QUESTION; What role would CIA play in this kind of an operation then? 

GENERAL DECKER: I think they would continue to handle the strictly 
covert parts of the plan. The only part that I believe the military should 
take over from the CLA would be the military aspects of the operation. 
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“QUESTION: Were you surprised by the effectiveness of Castro's forces? 
GENERAL DECKER: I wasn'txsurprised that most remained loyal. I was 
surprised at the speed and effectiveness with vhich they moved. 
QUESTION: Did you consider the effectiveness of the T-33s as being 
a major threat to the operation? 


GENERAL DECKER: That point vas not made. 


QUESTION: How do you view the JCS responsibility in this sort of an 


operation? 


GENERAL DECKER: ΤῸ give our best judgments and evaluations to CIA 
and anyone else that asks for them and is entitled to them. 

‘QUESTION: If you thought things were not as they should have been, 
would you have taken the initiative to advise the President or other appro- 
priate personnel about this fact? 

GENERAL DECKER: Yes, and we were making recommendations to CIA. 

ADMIRAL BURKE: ΤῊ this connection, I think that General Lemnitzer 
suggested (1) that we fly air cover, (2) that the Navy put air cover over ᾿ 
the beachhead area at dawn on Dtl, and (3) that we strike their tanks. ‘These 
Were not formal or ‘written recommendations. They were simply put forth to 


Mr. Bissell. 


QUESTION: As I recall, the Chiefs did not make any recemmendations 
to the President? ᾿ 


; GENERAL DECKER: If we had thought the plan would fail, we certainly " 
Bo would have advised the President. 
QUESTION: How -could interdepartmental planning and coordination be 
better effected in a future similar operation, and how should a paramilitary 
operation be fitted into our governmental machinery? . 
GENERAL DECKER: As far as coordination is concerned between CIA and 
DOD, I think it was all that could be expected. I would say, however, that 


authority and responsibility were not adequately centered in one person. 


QUESTION: What can we do to make our paramilitary operations better 
in the future? I believe that the Army is the only service with Special 
Forces. Does the Army have plans for expansion of these forces? 

GENERAL DECKER: Yes, but we have ἃ greater capability now than is 
being used. They could be used in Viet Nam and South America to train 
indigenous personnel. 

STATEMENT: Colonel Kinard indicated that modest increases were planned 
‘for the Special Forces in the near future. 

GENERAL DECKER: We have increased by 500 this year. If our addi- 
tional requests are approved, we will increase this force considerably in 
the coming year. 

QUESTION: In your Special Force considerations, have you established 
an R&D factor? 

GENERAL DECKER: Yes. However, training is the most important aspect 
of our operation. 

QUESTION: Do you have any other suggestions? 

GENERAL DECKER: Yes, it seems that this type operation involves 
several agencies of the. Government, State, CIA, and the DOD. Some -coor= 
dinating agency would be helpful in drawing on all agencies in order to 
effectively prosecute the cold war - some permanent agency in one place. 

QUESTION: Where should this agency be established? 

GENERAL DECKER: Under the NSC or elsewhere but where the President 
would have direct access to it. 


ΠΟΙ. DOGID: 


CIA PARAMILITARY OPERATIONS 
Next to appear before the Group were Mr. Bissell, Mr. Cox 


and Mr, Smith, who were to describe CIA's paramilitary opera- 
tions. Prior to the briefing Mr. Dulles and Mr, Bissell made 

a few introductory remarks. Mr. Dulles pointed out that if any 
changes were to be made in the responsibilities for covert or 
paramilitary operations the 5412 paper would have to be changed. 
Mr. Bissell stated that the rules under which an operation was 

to be conducted determined which agency would have the responsi- 
bility for the operation, He went on to point out that the CIA 
was responsible for covert operations ranging in size all the way 
from one or two people to a size where the numbers were obtrusive. 

QUESTION: But you will need a new definition of covert 
operations in order to get the obtrusive operations justifiably 
inside your mission? 

MR. BISSELL: Yes, sir. 

MR. BISSELL: We need a halfway house. We should admit 
official, moral support of an operation and then this would make 
our operations much less difficult. | 

MR, COX 

Mr. Cox stated that he was the head of 8 staff section in 
CIA which 1s responsible for fostering and guiding the buildup 
of paramilitary capabilities around the world, He stated that 
where paramilitary operations are relatively small they remain 
an integral part of the area divisions, However, it it appears 
likely that the operations are going to be sizable then an internal 
task force to handle the operation is developed within CIA, - 

QUESTION: What is your definition of paramilitary operations? 

MR. BISSELL: Everything from guerrilla operations to 
sabotage. 

MR. COX: ‘The principles that govern paramilitary operations 
are: First, the covert Support of a friendly government where the © 
knowledge of U. S. support would do more harm than good, For 


example, in Iran or in Laos. The second principle is the covert 
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support of a coup, The third is the covert support of guerrilla 


warfare, Fourth, the covert support of con- 


ventional warfare, Fifth, the covert 
support of expanded warfare, such as our AVG. 
MR. SMITH 

At this point Mr. Smith appeared before the Group to describe 
some of CIA's current paramilitary training and operations. Mr. 
Smith stated that our activities in Laos were restricted by the 
Geneva Agreement which limtted the number. of personnel that could 
be introduced into the country. He pointed out that in Laos the 
training mission was assigned to the French so that American 


personnel went in under the guise of the PEO, or the Plans - 


Evaluation Office. Under thig Suise they came in contact with 


He stated that our approach 


their strength is now up to 6,700; that up until six weeks ago 


they were considered a considerable asset. However, four weeks 
ago they became almost a liability because they must continue to 
be supported or they will be annihilated. If we abandon these 
People we will not only be losing their capacity, but more than 
that we will be setting a precedent which Will be observed by 
others in Asia and which will make it much more difficult for us 
to recruit people in the future. 

QUESTION: Is it possible to keep this group alive? 

MR, SMITH: Yes, but we will have to supply them with food 
and ammunition. We particularly have to convince hy 
Re that we are in Asia to. stay. 

MR, SMITH: In South Viet Nam they have different operations 
in the north and the south. They have the lst Observation Group 
which is all drawn from people in the areas of the north, However, 
due to the erlticality of the situation in South Viet Nam this 
Broup, while specially trained for operations in the north, has 
been pulled out and is being utilized in South Viet Nam. 

QUESTION: Are these men being trained to be guerrillas? 
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MR. SMITH: They have three functions - intelligence 
reconnaissance, locate and establish secure bases, and provide 
a cadre for expanded resistance. 

QUESTION: Could this force be expanded rapidly? 

MR, SMITH: No, there are not enough refugees and, of course, 
there are tight controls exercised against us particularly by the 
Polish and Indian representatives on the Truce Commission. 

QUESTION: Is there any difference in the language between 
the people from the north and south? 

MR. SMITH: Yes, sir, and in their appearance, outlook, 
energy, et cetera, 

STATEMENT: You paint a discouraging picture of North Viet Nam. 

MR. SMITH: Yes, because Diem feels he needs to concentrate 
on the south, He indicates he can't be concerned with a sore toe 
when he has a knife in his heart. 

STATEMENT: I'd like to see the Communists start chasing our 
guerrillas for a change. 

MR. SMITH: We've tried this a number of times with Diem. 

. However, each time that we get the people trained, he utilizes 
them in the south. 
MR. COX 

At. this point Mr. Cox returned before:-the Group to discuss 

the paramilitary situation concerning the 
“QUESTION: 


fre you ready to send 


has been pushing hard for dropping 
Parachute teams to work ᾿ However, we put in some teams 
and the take wasn't very good, The small teams don't seem to be 
able to survive. Consequently, ΒΕ... wants to put in at 
least 20-man teams so that they might be a nucleus of resistance. 
At the moment, however, we have no contact with any of the teams 
that we have previously put In addition to our Asian. 


operations, we are planning in the Middle East 


non Gar γι aAranncancennare 


and the Congo and we have Fe in the event of a 
hot or ΒΝ 


MR. BISSELL: However, we feel that this ΜΝΜΗ͂ΞΒ... 


bility is essentially wasted because they have no cold war 
capability at the moment. We believe this program should be 
revitalized so that they can play a role in the cold war. 


MR. COX: We have started a new covert program, 


MR. BISSELL: We would like to have some control 
oY in the same manner that the Commmists do all over the 


MR, COX: We are starting a program for better selection 
and handling of foreign students. Everyone expects Americanism 
to rub off on visitors. However, this just hasn't proved to be 
the case. Now some of the problem areas are: First, the avail- 
ability of military personnel that are sheep-dipped and quickly 
available. Second, we would like to have similar units to the 

Third, 
we would like to see interagency coordination improved on the 
expanded operations. We would like to see the ground rules 
established in advance, Fourth, we need a program for expansion 
‘funds, 

MR. BISSELL: We believe that the ground rules should be 
written when the project is first suggested. 

MR, BISSELL: One other additional capability we'd like to 
acquire is to have assets similar to CAT, It has been.a very 
great convenience to the United States Government to have the CAT 
operation. We are trying to establish similar organizations in 
the Middle East and Africa, ; 

At this point the paramilitary briefing team from CIA left 
and Commander Mitchell briefed on the chronology of the ship 
movements based on the ship dispatches to and from the BLAGAR. 
Inasmuch as the script of Commander Mitchell's presentation was 


distributed to the members, no notes have been entered herein, 


~ 0 - 


ΓΞ sel CLASSIFICATION REVIEW 
Ship νυννος . . oclassify . wkh concurrence of 

intend + τ BO 12958, 25x. 

“DECLASSIE\CATION: Dare HAR 14-2800. f+ MGR By — 

‘REQUIRES ce ἢ ΕΝ δος ᾿ CIA HAS NO OBJECTIONTO.. 

0 ‘ 


“ΠῚ -DECLASSIFICATION AND/OR .._ -. 
SS I cra ΕΕΡΑΘΕΘΡΌΙΑ᾽ INFORMATION.” 


IN THIS DOCUMENT 7 | 
AY U00 bd — ᾿ ot 4 “ 
᾿ - ἴω ον τ Ym TAA | 
Aah ek ' δὴ ‘ Meee ἣν σις ᾿ we : 1 - 
en yl 2: ἴθ, he 
pe 40S7 Ne ° 


“Chief, Wi/ a ; Ν : : ane 


bis 


SUBJECT ΟΠ: Policy Dectotons Required for Conduct of . 
- ον |. Strike Operations Against Goverment of -, . .-" 
Cubs τὴν ᾿ ᾿ 


ale 
ποττύσ τ 
Peat; 


24 coe “ke 


f. 
: 
fer 


TO THE 


2™ 
2 


4 


te 


) 
yas rf 1. BPuspose: 
Od 
We een the purpese of this rasorondun is-to owthine the current 


ος 


cer 


t 


atus of cur proparsticns for the cen@uet of ospk Ilous/aisoorne 
: air oenereatteus oouinss the Covmaumant of Cubs. and to 


Ἵ By ad tex  polley decisions which must be 
et tt ond dwalenomted ἀν the sniivsbions are to be cavried ont. 
BO 
sae! 
eG 
md ae . « ΔΗ͂ 
Ολν Ὁ} fs a basic for the πόολλος vemir hannee to bo pruscnted 
ΟΣ Βοῖοι, 4b would appear epproorlets to review urtefly the οςροσυῦ 


of tha otrike onevationaa om ee nid a outline tha ovjectives 
Wich these operation: are designed to ucearsilan. ᾿ 
The conceapt ΡΠ ΤΟΣ the oelaure of a cell Lodreemmyt 
cr. ΟΣ goil by aa mint ὉΌΣΘ ΕΣ ry 
we) Sen. CA Jentinen 4 
wm 43h, 


᾿ ὩΣ σα, bests 3 δῦ ἮΝ γ 
- oy the aly pronaretion util to ) aes curoy or ἢ voutre™ το SLL Gibson 
, 

t ; 

“4 


se ditery nivere&re 


1g const tugine tient 


ν 
wey ἣν ΠΥ ΨΕΝ 
has vplisncd, SAREE, wth 


λῶν 
fivyasioa ζοσχοσν, 


hoy he atracse. 


λον “Ὁ kay ἃ argets, ἃ ἈΠΟΣΌΔΊΣΙ; 
ΡΨ Chiclea, cu, oly Gams, ote. 


2, 


πρῶτα the gninedon Yorse on 


ΞῸΣ 42 go coma in casint. 


FEA seit nee 


oases ‘Re : ἀπά tau will oe op C249 25 mld, wy 
᾿ Domest τοῦς τ Ὃς fled. Pavideuwlay ev fares al Ἐπ τς oO 
πὶ Sntozdt et opposing trog, moy.omte avalnat cbhe. Lat naman 


μὲν Sat etn Ὁ on % 
a inktias τὸ οὶ 


TALS, 


aukes ad ΕἾ & ometl aves, Wad 
WiLL dnelude sa aderlold ὦ 


ὦ teehee 


inwradon Poevee wink Ge to 
ον Ideal asec bibeeses 

ἃ aesess to the mua for lestesic 
ort. “Clans yedt susvlde, eueyer, for the evewhy. 
Vee will bea wie no ς Lhe’ dete can ive red 
WELL proglule suv Toy eenurel ΩΣ a 
gue. edivpawes tages sa 2 tohe | 


t 
iu ee of tha Mus 


ὡς 


ten” ιν . 
thru sod 


tis “δρᾷ Bev) fcr tes Sete 


Shag κατ τσὶ 


JFK LIBRARY EW 
MANDATORY REMI 
- CASE A NLK- co 


ΡΣ Μμεντε.. Κ...--.. 


“λιν κακαῖς... ............... Strada net enien eeteciere ebetalienms etente .... 


. “ — (ot Sesadve ooerntions uniecs and ΠΥ 12. there is ec us 
᾿ against the Castro sophie or overt riiltery intervention by 


: f Wartae a 
τοῦς States force kas 


gent aL τ to nraide throws? 

hs of the Ceiban Ly ὉΒΔᾺ ιὧἱ 
UL sive ac ἃ 

Yor oyert vont 


aay ΚΝ ΣΌΣ so 


at een y 
Leisumnt, 
img point for the thousamia + 


= ade we gh, 
Ὁ Gastro bes ute 


vee ae’ 


9 
a le le 
tebe ὅτι ρα 


oa de “ 
αὶ oa? au neon. 
. fad - were poets eS 
. fn & a2 15 sureecavelice 


ροῦν tO tovola tha Castbee rest 


arch yorteing 


soratlows wlll precipitate a 6 Tt 
eguse the revolt of lerca . 


United 


ee 
If nwtiers do not cramiuste os να, Che 
. lotcoment evteblishad by ow fesse esa 7 the shte ΞῸΣ 
ΧΟ ΑΝ ΑΝ of a prev, m be reno 
Ἰ a Guster, ant hom Phy abo eee binted, aod 
εὐ ἢ ΧΌΟΣΥ gan vay VELL Lircn be Tox 
U. Sewses ΣΙ σαν Lobe: Lai ab nircitlenbion of Cyba, 
ay seoult in the Ξὰς: orarthrey of 
Covethiwsys. ἢ 
᾿ “Ὁ Lie Subject oF strike 
vo purmllitary 
caotonza. Whese are he: 
neotheruwd. Shay ineluke the cumply by sts 
2 ΩΝ τϑολταῦδ In Οὐ), thee σοπῖυσῦ οὗ cut obne 
MMstilon of saseialy trobusd garadlitary 
. : exmemsfan af cur ΣῚΡ nvtvorks ὁ . 
ἀποὺ Tactiesh alr Coven tachules tor 
ΝΕ Τ᾿ Aly Fores 
25 ταλοὺς 5. ovedlahle 
a Suk WHO Can: δου SCrmee δον 
mc avatichlc, but thir protietonesy 
Hod four CG lames exis. 
Strike Sens. Hore agoia,, than 
aaa vas, Shove is one avalirica 
: L thret C-hS evews. 
. xdaanee atete ap! men 
. jane toed α ne othe bane in ΟἽ] στα or 
tate 3 at δ ave nay oc Sunde tot ὁ 
sake to τρεῖς + Ἐ Khe Peek! 
entices a5 ὉΣΊΩΣ 
ν 
we cece ee gts . . παν 
. F 
. * 1 


AE eT ESRC Oto eR OO EO πα SOON CO OR OE oe cihechdnlitdatnadinciente |: 
a εν ᾿ oo, 7 
ὃ τ ἢ τς ᾿ 355 
~3- “ 
Codelwsiona: ΝΞ : ΝΞ 


εὐ ἃ) The nuvoer of qual tried Cuban p26 craves avallodle | 
fs ‘ansdoquata tor conluch of ctrike opomsticns, 


οἷς ᾿ (6) Una nyoar of qualified Cuben tronsport exews ἀσ ο΄ 
᾿Σ (ttenly diadoguate for cupply operations whlch WLLL be requised _ ἊΣ a 
ΡΥ nuppoxt of the fnvedion forse and other friendly forces whieh - 

. ave expected to join ov ene ‘ote in conjunction with 1t 91 sany 


εὐ pars νὰ of Cuba. it is cx Aelpnbal that multiple sorties vill be 
, wos red on ἃ ἀλλ bata, 
v Marlotos. ArphLolows cram for tha csorstion, 


daclwiing three LOU 's ord sour LOVP!o are nov et Viequse, Puerto 
Rico, wher Cuban exer teatnivg ἐπ yesceresaing petistactorily. 
Tease exett wlth thelr στόμα wilt com be- ready for opsrntion). 


now caroute to the United States 
fey Posrto Ries, ¥ youl inh iy toke up to two 
διὸ Lor compk obione us a, tha BYAGAR, is στ ΟΣ) 
τ, mad tis om 38 poing αὐ σονύολοδν Tb δὼ πος φὰ that 
ois veusols wilh ue fully oporstloanl by wid-Jemary at the 
Lateat.. 


Thy DASARA J (cz) 


Ξ8 


τὰ yiow of theo ΔᾺ eetentty wel daley eaacumtbternd in . 
ἀπ Δ, ΟΣ δ edn caéylug Tar ats the νον ΤΟΙ.) the 
hoalolow has beer soaghuc Le parenege WO WOKE πιάσαν ΨΘΟΞΌΣΣ, 

tir GO eharbes enon ἋΣ home, The rover ohi Dy RLO 2S ΤΩΝ 
μον ok tis μέζον bo chissored thig σοῖς οὐ one siiteional 
Saeed enn, soon, wh, be charteral early in Foorury. 
Ren ἜΝ tx roy 40 ἃ Senemmzan Corporesson ec yoEyOLLaAl by che 
CCEA τὰ ae Cua, Was ae lychy cospowat ing wlth ‘ede 
Pee ΡΝ GE AO ceeds 17 Tt Sphetorb Liis Lor 
ἀπε δλ otek waobtag avs tue Serpoadc: 


μοὶ 


ἐπ δ λον ΘΕΈ seme ite, vy να δόλῳ tn ale 


πες πλιὸ Ἵ 4 “yy eats 
4 ob Wit δ cberwedeuo fa lato solu 
" 


A, Banco nos δε δοῦν GOO Οὐχ ub guesomned 

: ab Gay Sane Tees. ba pode aghdoved dn te tae 

Ream st asia pany dloswuer ὧν fara Sythe δι Shia anyone bnary 
Tee ἢ nee? Wea weal 22 cho patg oF tha Agnus Dybeela yd 

. Fr hye bo Seo ylaaned ganas TL of “Ὁ ar al esheets. Gppokey 
Be Ag bes DO casein af wectaya od the Agee By Lagsts re 
brane 4 prawns 4 BO Milita fo asahue la μουν δ of. td dn tint 

ely “cre poretolas dn other eaunbsica, aotayly: πῆ φα τοῦ Vortouueln. | 


Sloe et eee nee 


| . ypoosible ἜΠΟΣ 
ἢ 
1 


few to six wee of trainin: 


w 
~~ 


-»: 


ἣν 


: ‘Zhe Acs 
Vorganlestion ( 


ΝΣ Yeas vithe om 
eslenre 
‘ wsseny ἢ 


wal 


ὡχοτλακζᾷς 
ΟΟΧΟΊΜΣΛ Ιλ ς 
wuuntie tetas 
i ΘΟ, 


(2) te τὸ 5 


Le, * “ “: at pads an, gue te 
to plemcd stroceeh 


Ὡν 


: (2) 


aS Taquogte’ are seh nrometly 
. ς a αν ἢ 
τὺ Be χροῦερα for τς 


gosireaz. 


\, πολ yee ap es 
the Polies Goicyies 
eS ae Δ 


Ae 


7 Yves 
oF χοῦς 


4 
‘dum deais 
when, ave ἃ 


One mie 


Senses δ δ 
Rigeassion, 


pater Mody 


σοὶ 
ΣΟ 


% OY the strike: 
uh wt the carliesh τὶ 
rat ta loa conducted, 
s forthuith in orile> 
msn ebfoat 


esaitslowl 


, 
ΤΟΣ 
ον 


Pte} 


pos 


Coben porsonne 
ΕΣ 


: ΝΕ ΞΕ ame 
° ΄ ᾿ : Ν -" ᾿ "αἰνω . 
‘ALL vecruttes chowld "be nveileble by ald-Jonuezy 


δα 

Soyites: 
aiden 

“ Νὰ La 

ἐπ ΩΡ, coe 

3 “" 

SA ΚΣ] 


κῶν 


that 


af 799 mriop 
wowanto of LO of + 


tye late for odeaivse troiniay. 


τρισα τ ων ‘ 
25 Requiring Reso! 
ee See. 


of tons GY svmalicn and emxlpeesnt eam be 
ines σου οτος major aestions ct 
ccoussad 


ὯΝ a ΤῊΝ 7 
Tre Concerns Thact 
Ae ree 


alole Gis. 


wyold the nee@leas τοῦτο of 
ted nosy alliions of dollars, 


ened be stoyged, ter every 


‘to sllew ob leas 


AE Arey pga 
SLVDEVE ὁ 


prior £0 con 
heen formed tate its basic 
wr unbinlien, inelwliny: 
min). Tvatniue is 
with the ἀλλα muben. of - 


RON | 


ale 


ac 


to cemiiuont, bat it 12 
“OES τῶ WLLL be reernited 


ρας U. S&S. Ἀσὰν Sueciel Forces training tears 


t 


a Lovee cannot bo adoqustely 
mon ΣΑΒῚ ΟΣ, military trainers are 


the Agsault λεῖος emt reach . 


to Geatezala, the Assault Brigade . 


aloe by Lave February as plenonl avd 


x: . ἡ δ 
Pooruazy ip the 


2,» ΌΣ 
FAS LOR 


“2 
ee iis at 
“ΘΆΛΟΣ 


ῬΌΔΟΥ. 


a 
s 


gestion of whether tae Ineaaing 


Lon οὐ Prasitientealoot Kenedy vit coneur in th 


dnad above noeda ‘to be 
32 theese aperapiens 
prepnrations: for ther snow 
ar 
nest 


Reewuitonas 


reoruit whe is not copleyed dn aacuatious an intended presets 
τοῦδ δι af ayer 


am alilttonel 


rel UsrosttLen, 


fa olen thet vilamine ow, yroparatlon for the style 
ossrabiea way progead dn an owlorly memer ol corens5 posltioning 


σῦς ἃ 


woo ἢ “ον nr 
“ a ΗΝ μ 
ὃ : 


; Rocomendetis bho 5 “Shot the Director of. couteral. 
w eiteltenned attests τὸ determsino the postition of tha 7 
‘Prosident-Elest ond hls Seerstory of State-Resigaste in. 


; vegard to this question as socn 62 s possible. wee 


ΟΣ 
. 


‘Bs ΕΣ of the, Spansion. 


ae . “ae Aoi Syseial Porcas ‘trainin - toms ere nade 
waists gal. disnetel τὰ ta Guatoule by mid-donuary, the 
παν Brireke can aghlove accoptable readiness Yor’ covbut 
‘ening the letter elf oP Fobruary, LOG). ALL other required . 
‘sreneations con be male by teat cane time. The σηκοῦ 
ες συλ tbe Twenched one an this poviodi. Any delay beyond 
, oo: Δ iereh, 1961, would bo insiivis sole ‘for the following reasons: 


ee 


eer! 
we 


(2) Τὸ is doubeful ‘thet Cuben forees can be 
uinivtained ab cur Gestecelon traiming bage beyond 1 Karch 3951. 
Prosaurms upon the Goverament of Gustexele may become unsansgesblo 
1 Cubon grout troavs mre not renoved by that Gate. 


. (2) Cuben trwinees οαραοῦ be held tn training for 
τ nueh Lomo. Hany 3 hevs Ween in the cecp for wentks under most 
mater: aul rovbriclive canlitians. ars aye veegeing restive 
ὩΣ iP not eorenkttied ta action woot there will probably be a 
sel lovoring of moxie. taree ~senle desertions could eecur. 
Ath attendant pengibd Σου of surfacing the catire provran. 


Ὁ) ‘Und ¢ the support of to2z Castro Governsest by 
the Cyben populace £5 doterforating repiily enl tine 1s working 
ra eur fovor ἀξ thet cone, tt is vorkive to ow disedvantans 

a milstary αὐτο. Cubes gat pilots are being tretncd in 
Cancheslomsia ema the ageeroie? oF moderna τοῖς ws Shreusmcut 
Son 3" iiLeasee » ὩΟΣΌΣΙΣ aeouiblitey tint Castro may soo: have 

τῶν oliewaathor got intorsegt σοῦ λον. IMs ground Torees 
tinva yegdived vast quantities of what tary eauis. ict frag the 
Buse πρίν 5. Sneladtiag section τυ beowy. tanec, Ξιοια 

Py eatery ssc ore ond onbiealrevat avtitery. Flos 

tecatiolanun ove tininias kis forces in the use cf tits forda- 
- shie otmtysnont. Uniewbtodly, within tho noor future Costyo's 
nts core af Leja owed forces wlll δοξῶν tecimical 
nroiteloey ln the uce of ayatiasle modem Weapons. 


Ante, Sin hn Reena bk a ata Ral AEP ae Ree ae Reem cheat νυ ΡΨ 6 Bea ed 


(1) Carive is τσ rapid progress In. ou! sblishing 
a Comuiist-ctyle nolies state vwinied wlll be dis πλοῦ Ὁ unseat 


. 


by cay mans short of Grors ftivtexyertion bry Ὁ. S. military forces. 


πον the strike operatis.: be 
of Pebsuery, end nou ister than 


carieted in 


Ricken 


eo 


le wn dace En ee a ntl orate wet ane teat Se 


τ ΒΡ 
2 Much Lyat. 


Sa te τον ....»»-..-----.--.- -.-.----᾿ ὀ κ-ο-.------- 


ya BLY! - 
ἜΘΟΥ ina nb than ate ie Load Ot ΤΌΝΟΝ 


. “nt Ge, Ady Boel! 


a kes bom raised in sone quarters ap le 
issoune cocxetion could nob be mowed =o 
while oy simgert or vith ΒΔΕ ΔΊ, air 
Mubiow cporsbless thse control’ | 
ἔνα oreo λὰ ckeobsately σου χοῦ. 
Porta am mayal sis enable of σατο cu 
se lmochol om ΩΣ mavteaiived teers aur ΔΌΣ. 
; tenga. If this is not 
« Gincotor. Aluo, eine cam ἐπν 5 
secmorlogm to Loxees Ubich may vo throm 
vacete for nummrlenl inferiority by = 
mors vet ΟΣ during the Loaiing Dut 
Yorne rowing dm σα. Tt Js 

hes orodhie milliasy tasuete such ag axtiliery 
ly duns, wilitesy eeaveyn onk troops 
euler affactive and comtimung at. . 
tions cleo rake auch attacts 

Ἐπὶ exkicts of ate aporatieas will-ga 


oe ee woeetos 5 ἧς ΟΝ ᾿ 
γερῦμο δὸς tio ugeicing In Cube thee wo τοῖο. 


4.3. . 
wee le 


yok Lk 


foxer in yosy sent iy 


aA wt 1 

" LG, VO Lael oo: 
he ,, τ δε πο 
tention oly 


Te DEM Ye on PMN OA 
wed Sed Nene tee gy ee 


ΚΣ ΝΕ, © 


-- 


¢ ᾽ 
ad ate 
Qoel. 


τ 


the ale areporoblon . comanee net later 


’ - oN . 
ΟΝ ΜΌΝΗ : 
RMS L LS. 


τὸν nove ta cutilh the mcher of alrorats 
περ ΔΛ ΟΊ te firsdy restated. 


. 
ae ft 
(3) oh GLa opivation ὍΣ ebenionol if polley ceca 
. + Peed od os ᾿ . 
᾿ ΔῸΣ Ἐπὶ agevis tackionl aly sugpore. ᾿ 


by τ Mt Py ΝΕ 1 ay 
ὥ. Usn af fevawloon Contre, 


Stes 
a ee eens ane mrenermeen ate Melt RA a 


οὐ ϑλγοῦσε 
τ Mahone 


ere 


. mA « 


wagon 


sanyaoh obore eutlines the reguironent ον 

ord etfsobive air strthes, vwhdle om carlies pasngreph 

oof qualified Gien plicta. Τὸ is voty 

leaatste that tho Lindied γοῦν of Coben B20 pilots evafl- 

bo ve ee pormives tho dackved τοῦς wiless augmented by 

ΩΣ Arevlonn emiirset pilots to serve as osetica and: 

ΤΟΣ the mere exftical targota. fhe 

πος in vor and of Lindted technical ‘ 

Δ mmmermr, Trawe ds reagen also to 7 
πολ τα ta take tha ote. 

δ % ἀνέρα dn thodr oem cmurtyy, ἘΣ io 

aunencn ef the opevablow inkl. be foomlized 

B26 vilets ove τε λογοβι 


. 
stead: 
ἀν ὐλῶχιν 


Me 
:- 


τῷ 
ἌΣ 


᾿ 


? 
1 
3 
x) 
Py 
oe 
3 


g 
Σ 


no 
a 


oy Mansy 


. Wha ὦ Loe 


‘7 


Aseete WN 


τὰ Nes gete a dag tte . 
δα of the strihe τριαχευοιν ἡ 
tha! 


-««Ξτοοι hn tata etek! Pl 9 enn ee Serta et acne Ca rere as rma etme tater AD pel PE Ae ρα ett 


Vita + Εν med Ἑ to Regis ist en ai 


» 


ν σῃολτζσοσ, the 
Sloerads fog ΤΟΣ δ bacu ἘΝ ὦ ere is 
ΟΣ preachy autrleieas Coven CHF crus £6 wim 
rena CHG ahver als ned ia tne opornticn. Cur. 
wedenee to date vith sxorgoork esewa bon Jett 
eluded that tha ΤΥ. puvletacts ony 


7 


ΡΝ 


to be desives. Τὺ ὺ 
elon to the proylent cf τὰν legictlcal simmers of the‘ style 
Σ ve ρα oVner Tevet ἀολλδθῃς Lt wlll be to amloy a meer 

fe: . 


sorinaa cor te artes. 


. ~ . 
σῶσον Newt Tey 
: SQL ANS ee 
fuel ted od aluypeinniro asad 


Tune pelley courony be obtained For use of τὴν 
eee Ἢ cautrach crems fey taveles) end transport atreraft 
ΡΣ Δ ας of the iindiepinte saeer of Cubsn cre..3 


wynilepia. 


Tee a κι f πεν ἫΝ 
2. Use 5 ΤΟΣ, ΤΣ 1) Hilonresws.. 
ME sts lit eae 


Mig we»&riels at Sucrto Cobeiag is couse δοῦλοι, for 

aus ἢ tase is nade ovatloble 
teed Siutes. uw air lenge in taatasila 15 809 τλος 

trams cones Cuba ὦ too Giotawt for 2625 emerations ani Lor 
aly sinmir cporations of tha wuntoule reniired, welng the CHS 
and CeS% airarvadt. Fusvia Caberne 15. only 900 niles from central 
Cet ee σοι micas 


om, iio, tos distant te be camleleohy desirable, 
Seen Te me Deana eens Geek ὄσαπα . 
BOD seeing ὩΣ CMO ole ΞΟ. 


Ῥνσττο ΟΣ ὑπ wht cre serve ag the steging cron 

ιν 49 τοι moma sublofactomily 
᾿οκτοσπᾷ to hostile cocevva~ 
Gus will bs Tem 
rive! OD, > DInerd ta coverdd 
tanto cophiticus chipping, 


ae 7 
“Ὁ OODe 


see . Ὧδε ΄ Pants 
τ ningelb trots de τῶ 


~ 
πσισοννῖ mee 
ΝΣ ΩΣ; 


Τὸν πον ᾽ 
aay νὰ 


Covatbucs οἷδε 
5 


t 
he oeet 2 reabsos 
Les whe tae 


wiless 


ans Tin eta phat 
tng GA Gay ΟῸΣ 
Ly 2 ete eteet eet --...ὲϑοΡος........ 


rt ΜΝ 
etic 


Dope. Ῥ-. oe of σ. 8 S. Ade ily Bose for Logiatioe! 5 Fliphts. | 


as 11.Sova fron Wlordda. 


“us cut of the Hicoraman οὐκ base. Without sane flecibiity of," 
- ror lonel cope tat inet on ‘caiitiescl logistiest support 


δὰ ἊΝ vase ‘in southern Florida would be roughly 


od Lisle 05 close to contre) Cube. as Puerto Cebozns. This mang 


nay tha logistiect ἰόντα, 3ὺν oP our 12οὐ τοῦ mober of trans- 
2G alroraft would be chliest doubled ΣΦ opereted from Ploride . 
LV nee by es 


now then Duarte ζεσθαι Logletical sumort of the atrike 
ΠΣῸΒ in the tercet world to mucha more cervain ant efficient | 


Ω 


Theve lo also a possibility that cace the strike 
eo 7exeelens commas, conditions would Gevolep virich would Loree 


ojz tars wlth pro-posdtloned supplies in the United States, we 
emwhi coiccivably Ὁ 2 ecnirentod with 2 situction wherein the 
Asconlty Prion vould Ὁ Ὁ 122% entirely without logistical air 
at. Tumby by nen | τοσοῦ be rolied uwucs, for tho Brigade - 
He adeivon by cupertor forces fron the beach area. Such a 
ξ a2 could land to conpiete defeat of the Brigade aad 
isthlwe of the wionlons 


Tt σῦκα dsvious that the only real estate vhich 
rn 


Lozgintical suport σπου! bo provided in the United Strtes. 


ΗΣ 3 ἸΔΔΔ offer the posotutt iyo? continual, flexible cperaticns, * 


22 ene op both of our tases in Cuctemola endfor Bicarsgw are 
τοῦ to our use. ; ὃ . 


Reecusomiation. , 

Ee 

ane in southern Flemice (nreTeresly Ona Loca ubich le now 
mel vile ἢ το wo mak ing cteraga Pacllities for s supplics) far 
auoistieal susport fists to Cuba. 


de Howisins 
Colonel, U. 8. Maxine coms 
Chie?, ΕΣ 


IT RRET 


‘ 


© Undted States con, without qestion, caatinus to exmley cnce ἢ 
“2 qveratlen ceimences is its om soll. Therefore, on nly base 


νῷ policy ve eatcblished to pemmit use of en air - 


ες STATE DEPT. DECLASSITICA b 
“7 O Retain class'n Change/classify τὸ 


PK Declassify af concurrence of / 
CUASSIFICATION: DATE 


Ree ye EO 12958, 25% τ MAR nom 
QUIRES CONCURRENCE 
" EYES ONLY 


"5 OBJECTION TO 


Γ "9 Γ᾽ 4 
τὰς ἰς “heath Locks ul 
CIAHAS NO OBJECTIONTO hans 3730. sive ἊΜ 
DECLASSIFICATION AND/OR Ww 
RELEASE OF Cia INFORMATION 6. 2,7 ab elhjns 
IN THIS DOCUME ENT — σ- G8 96 
fon, ba 
| MEMORANDUM FOR RECORD 
PARAMILITARY STUDY GROUP MEETING 
AT THE PENTAGON 
THIRTEENTH MERTING 
10 MAY 1961 
PRESENT 
GENERAL TAYLOR GENERAL WALTER BEDELL SMITH 
MR. KENNEDY COLONEL KING 
MR. DULLES COMMANDER MITCHELL 
ADMIRAL BURKE L? COLONEL TARWATER 


SECREE- 
sec useany EYES-ONLY 


MANDATORY REVIEW 
CASE # NLK- O-/0 


ee ALF RASENSHAIE | 


᾿ «- ΜΝ 
MOR Sy hOGTD : 159354 . 


GENERAL SMITH 


(The following notes are not a verbatim record, but represent 


the general substance of the statements made,) 


QUESTION: How can we in a democracy use all our assets 
effectively without having to completely reorganize the Government? 

GENERAL SMITH: A democracy cannot wage war. When you go to , 
War, you pass ἃ law giving extraordinary powers to the President, 
The people of our country assume when the emergenoy is over, the 
rights and powers that were temporarily delegated to the Chief 
Executive will be returned to the states, counties and to the 


people, 


STATEMENT: We often say that we are ina state of war at 
the present time, 

GENERAL SMITH: Yes, Bir, that 18 correct, 

QUESTION: Are you Suggesting that we should approximate the 
President's wartime powers? 

GENERAL SMITH: No. However, the American people do not feel 
that they are at war at the present time, and consequently they 
are not willing to make the sacrifices necessary to wage war, When 
you are δῦ war, cold war if you like, you must have an amoral agency 
which can operate secretly and which does not have to give press 
conferences. For example, on occasion Drew Pearson had almost 
verbatim texts of NSC meetings 48 hours after the meeting, 

GENERAL SMITH: ‘Those responsible for Government have to 
recognize the fact that once the Communists take power, there is 
never ἃ change of party or control except by force, 


STATEMENT: We can lose only once, but they can lose ten times 
and still recover, 


GENERAL SMITH: Yes, 


QUESTION: We have attempted to do things covertly, which 


really can't be done covertly, and yet the attempt to do so leads 


to operational restrictions which in the case of Cuba were very 
serious, 


ΠΝ 
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-EYES ONLY 

GENERAL SMITH: I would take issue with the statement that 
they cannot be done covertly. They can be done covertly when 
the situation begins to be threatening enough so that you have 
to be immoral, 

‘STATEMENT: I think-we are now thinking of the Cuban operation 
Which was the landing on a hostile shore of about 1,400 Cubans, 

I wonder if the attempt to keep the operation covert Was a 
mistake? 

GENERAL SMITH: I only: ον what the papers say, but covert 
operations can be done up to a certain size and we have handled 
some pretty large operations. 

QUESTION: Should we have intelligence gathering in the same 
place that you have operations? 

GENERAL SMITH; I think that 80 much publicity has been given 
to CIA that the covert work might have to be put under another 
roof, 

QUESTION: Do you think you should take the covert operations 
from CIA? 

GENERAL SMITH: It's time we take the bucket of slop and 
put another cover over it, If you're going to deal with people 
‘expert in these affairs, who have no regard for the individual 
or human life, you can't be quite as tough as they are, but you 
have to approach it in some manner, The Communists will continue 
nibbling around the world as long as they find-it profitable or 
until we can find a way to stop it. We must face up to the 


Communist problem and take effective action. 
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PLAN SEND NEW RECRUITS BEYOND APPROX 100 NOW SEND FROM MASH FIRST WEEK NOV 
UNLESS YOU INDICATE CAN RECEIVE. REPORT NUMBER BEYOND 100 YOU CAN HANDLE WITH 
INFO MASH. 

11, PLAN USE TEAMS NOW AND DURING NEXT TWO MONTHS AS SITUATION INSIDE 

TARGET PERMITS. CONDITIONS INSIDE MAY DICTATE STRETCHOUT. EARLIEST TEAM 
REQUIREMENTS ARE FOR PINAR DEL RIO HAVANA AND LAS VILLAS. 

12. ASSAULT OF SIZE NOW PLANNED CANNOT BE READIED BEFORE SEVERAL MONTHS. 

DO NOT PLAN STRIKE WITH LESS THAN ABOUT 1500 MEN. SMALLER FORCE HAS LITTLE 
CHANCE SUCCESS IN VIEW SITUATION IN TARGET. SUGGEST BEGIN PSYCHOLOGICAL 
PREPARATION MEMBERS STRIKE FORCE FOR INTENDED TRAINING PERIOD. CAN ENCOURAGE 
{REM BY PROSPECT EVENTUAL BIGGER SCALE STRIKE. 

13. NEW PARA 6” WILCO BUT NOT FEASIBLE BIWEEKLY BASIS. TENATIVE APPROVAL 


ABOVE PLAN OBTAINED WITHIN . APPROVAL BY . ,PENDING. WILL ADVISE. 
.(END OF MESSAGE) 
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(The following notes are not a verbatim record, but represent 


the general substance of the statements made.) 


QUESTION: How should we improve our procedures for handling 
the cold war, utilizing all our national assets without completely 
reorganizing the Government? . , 

MR, LOVETT: An attempt to answer the organizational part of 
your question would require going back to the origins of the whole 
idea of a Central Intelligence Agency. Toward the last part of 
World War II, I was chairman of a group which was supposed to do 
something about reducing the duplication of intelligence services 
and to attempt to coordinate them, We had a seriea of hearings 
and out of this grew what we called the National Intelligence 
Authority. This Authority went through a series of transmutations 
from which the idea‘of a Central intelligence Group emerged, and it 
was made responsible through legislation for certain objectives. 

QUESTION: There was no legislation behind the original 
National Intelligence Authority? 

MR, LOVETT: The original idea that came out of the nilitary 
Departments had no legislative backup, as I recall. ‘The latter 
‘developments stemmed from the National Security Act of 1947, as 
amended in 1949. The organization was compelled to absorb some 
‘OSS personnel, I mention this because I have the feeling that the 
introduction of the OSS personnel had something to do with the form 
of activity to which I would like to direct my comments later on. 
That particular activity is the so-called FI and PP, Foreign 
Intelligence and the Political and Psychological. When the 
President's Board of Consultants was established (by President 


Eisenhower) small groups were organized and sent out to areas 


where it was felt there was a requirement for field checks, They 


Looked over the station setup and checked over the Personnel and 
tried to get an impression of What the actualities were, 

QUESTION: Was this only the CIA or also the Services? 

MR. LOVETT: ‘These were 8180 the Service intelligence 
activities, where they were concerned with covert activities other 
than the theater commanders! immediate intelligence requirements. 


The first group under Ambassador Kennedy went to °F a 


In their report they stated that CIA men po a os 
were literally getting deeply involved in political activities in 
two friendly countries, They recommended that we take a hard look 
at the fundamental purposes of CIA. The second group under Dr. 
Killian visited ΕΞΕ They reported that the Ambassador 


Ea was perturbed by the fact that he had 1 ante ‘Spproximately a 
half-dozen men, whereas the CIA haa mee ᾿ 


Meee eee Whereas he had very little. They pointed out that 
we were deeply involved ΒΕΕΈΕΈΞΞΞΕΒ.. that the relationships 
between the iE 74 the eee 2c the mm 


pdolitical parties was far closer than those enjoyed by our 


Ambassador, Dr. Killian expressed alarm at the possible conflict 
of interest , irritation, and at least the Gifference in the amount 
of: money spent by CIA versus the anbassador ὃὅὃ9ΞςΒ2 These two 
reports came back while Ambassador Bruce and I were making a report 
on FE and PP, <Ambassgdor Bruce wag very much disturbed. He 
approached it from the standpoint of "What right have we to go 
barging around into other countries buying newspapers and handing © 
money to opposition parties or supporting a candidate for this, 
that or the other office?" He felt this was an outrageous inter- 
ference with friendly countries. He was quite properly concerned 


about it. I approached the problem more from the authority terms . 


of reference, However, he got me alarmed, ΒΟ instead of completing 


the report in 30 days we took two months or more, I won't go into 


the details of the report. it's in the files of the President's 


“κ 
hee 


Sati nes 
aol i Ni Eso ἢ 


Board of Consultants, dated about September or October 1956, and 
it sets out our findings. However, generally speaking, several 
of our findings were: ‘First, we expressed a real concern as to 
the organization of a group that seemed to be so overweighted in 
this particular psychological, political and propaganda activities, 
and in the so-called foreign intelligence. Secondly, we expressed 
great concern about the fact that here was a group that was 
operating and it was quite an operation, particularly because 50% 
of the-personnel and 75% to 80% of the funds were being spent on 
propaganda, political, and psychological activities, as I recall. 

STATEMENT: In 1956 you included FI - that was straight 
intelligence collection. ἡ 

MR, LOVETT: That's right. But when you have the amount of 
money that was involved in this enterprise you can get into many 
situations. -To give you an example of what I mean, $400 was 


contributed by af Ato buy his second’ 


wife a present in Russia. 

MR. LOVETT: The third thing that caused us considerable 
concern was the fact that the intelligence evaluation, the plan, 
its execution and the review were all made by CIA, or at least we 
thought it was. ; 

STATEMENT: I think your memory fails you there. 

MR. LOVETT: I think that ought to be checked because I'm not 
too positive, but the 5412 Group came into the picture in this 

period, certainly: before 158, 

QUESTION: Was this set up as a consequence of some of the - 
other work you mentioned? 

MR. LOVETT: I think it was an outgrowth of the struggle to 
improve the whole operation. If you will let me, I will pick this 
point up a little later. 

MR. LOVETT: We felt soms. alarm that here was an extremely 
high-powered machine, well endowed with money, and the. question 
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was how could any DCI navigate, fly, drop the bomb, get back and 
Say what he had seen and everything else, It was an enormous 
responsibility, particularly when there were ten other guys 
operating in the same field. But our main concern was with those 
three points, As I recall it in retrospect, the idea of these 
young, enthusiastic fellows possessed of great funds being sent out 
in some country, getting themselves involved in local politics, and 


‘then backing some local man and from that starting. an operation, 


scared hell out of us. These points were made and we discussed 
them with the Director, and a number of what were considered to be 
constructive changes were made, 

MR. LOVETT: Previously I mentioned I felt some apprehension 
as to the legality under whitch CIA was get up. Consequently we 
obtained the services of some of the highest~priced lawyers in the 
country who confirmed the legality, but I still have a gnawing Ὁ 
uncertainty as to whether or not the authorizing legislation actually 
contemplated that Central Intelligence would collect the information 
and then crank up an operation which it would carry out itself, I 
was concerned as to whether we ought to be doing these things as a 
matter of policy, or whether it was an authorized function. Let me 


-Say one other thing. All that I've said so far relates to obser- 


vations made at the time and is not the result of hindsight. What 

I have to say now has, some element of hindsight. During the sessions 
of the President's Board of Consultants, we had two doubts which I 
think we were a little craven or apologetic in expressing, I think 
Several of us felt two things: First, there was no use in supplying 
people with intelligence bought at the price of people's lives when 
the big proportion of the people that received the intelligence, if 
they Looked at it at all, didn't know what to do with it. The 

second point was that the NSC was not doing its job. One of the 

jobs of the NSC was to follow up on these covert activities and 


they simply weren't doing this. Furthermore, the NSC developed 


compromise papers that represented the lowest common, denominator 
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of agreement, I believe the President should have one man to 

make sure that things are done and properly done, and on a need- 
to-lmow basis. It's unfair, in my opinion, to say what CIA should 
have done without pointing out that, while the results of CIA 
activities might be undesirable, it wasn't from a lack of trying. 
The NSC wasn't even trying. In my estimation neither the White 
House nor the NSC fully performed the backup job for the continuing 
supervisory work which should have been done to make this thing 
effective, 

QUESTION: At some point, will you comment on whether you 
thought the CIA was departing from the approved programs of the 
NSC in their operations abroad? 

ΜΗ, LOVETT: I wouldn't say that it was departing from 
approved programs. I think, however, it had gone beyond the 
reasonable area of activities without in anyway being checked by 
NSC. | 

QUESTION: Do you have any instances? 

MR. LOVETT: An incident that bothered me greatly was the 
| Ee It seemed to me that there was never a full 
comprehension - not through the fault of CIA - in either the NSC 
staff or the President's own mind .as to what the method of operation 
really was. I think the military would have looked at it in a 
different way. I donit think civilians have the background for 
this type operation, and I would stand on that. I would also cite 
the Cuban operation, We had a meeting with Mr. Dulles, Mr. 
Bissell and Mr, Esterline, and they presented an outline of what 
they contemplated doing in Cuba. We were considerably concerned 
for two reasons: First, spending some time in Florida prior to 
the Cuban invasion, to my utter amazement I found friends talking 
about these Cuban guerrillas coming up to Miami, Everyone in the 
Miami area was talking about this and the U. 8. activities in Cuba, 


There were some 20,000 Cubans around Miami and Coral Gables, so my 


. + Eee 
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‘concern was how are you going to keep ἃ thing like this quiet 
with everybody talking about it. The other thing that was 
bothering me was that I felt the Government, not CIA, had better 
make up its mind what in the hell it wanted to do. On several 
occasions we've had clear justification for going into Cuba. But 
coming back to the point I was trying to make, if we are going to 
have a country that's: run as an openmouthed society with a compet- 
itive press competing to see who can best expose our activities, 
then this sort of thing is just not going to work, It will have 
to be worked out some other way. The . {1 was almost 
a duplicate, in one sense, of some of the things one sees in the 
Cuban affair. Even without the activity of the blabbermouth, we 
have an example of what the present organization tends to create, 
and I'm talking about a system and not placing the responsibility 
for blame. In | two things were evident, so much so that 
we put them into the report of the PBC. In 1958 the intelligence 


community had established PY well equipped 


with a lot of ardent, intelligent, enthusiastic, young men. They 


had become intimate with the problem. They became 


deeply involved and infiltrated into political activ- 
ities. This was known to the PBC and, as far as I know, no 
protest was made, This intimate involvement in QE 2: 2airs 
and the strong feeling of partisanship which resulted in rooting 
for a given party developed to form advice, intelligence if you 
choose, which said that the dissidents here are prepared to fight 
and they!11 fight like hell. All they need is a little help and 
support, The government, if not rotten to the core, certainly 
will not fight as well and we think we can overthrow it and get 

a government favorable to the West. One outfit that I had some 
dealings with had a place out there and they felt just the 
opposite, But we really didn't go into it thoroughly. 
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QUESTION: Had you been advised of these activities in 
advance? 

MR. LOVETT: We lnew of the political activity. I don't 
recall the other, 

STATEMENT: I think you were briefed. All these things 
were approved by the State Department, Defense sat in on most 
of the meetings, 

MR. LOVETT: There 15 no question about that. 

ΜΗ, LOVETT: After the ΠΝ... Was over we were 
asked to review the operation. We came up with two crystally- 
clear facts: First, the emotions involved in this political fight 
didn't provide a Bound basis on which to Plan a paramilitary 
operation, and, second, every proposed flight had to be cleared 
in Washington, 

ΜΗ, LOVETT: When I read the newapaper reports of the defeat 
of the invasion force in Cuba it Seemed a duplicate of ΗΝ. 
overenthusiasm for the rebel cause, underestimation of the power of 
the government in being, hoping that the people will rise ina 
spontaneous or contrived fashion, and the modification of the 
original guerrilla program. I wontt presume to draw any: conclusions 
from Cuba. I'm not aware of the details, but from other exam- 
inations, particularly of 1956, I would suggest that the existing | 
setup cannot possibly ,work under our form of government, with our 
form of press, and national blabbermouth habit. Furthermore, I 
don't think you can have the intelligence collection, evaluation, 
and planning and conduct of a paramilitary operation all done by 
one agency, and I don't care who runs it. There has to be a 
Segregation, 

QUESTION: But you're not writing off the requirement for 
having the capability to do this sort of thing? 

MR. LOVETT; No, I think you have Lt, but the paramilitary 
activities should be Separated from the intelligence-gathering 


function, 
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QUESTION: In the military services the man planning and 
conducting a campaign also has intelligence under his command. 
How is it that this presents no problems? 

MR. LOVETT: The G-2 receives his intelligence from a large 
number of sources, Not all the sources are under his control. 

The information collected from these various sources is then 
evaluated as to the quality of the collecting agent. Then it 

moves from G-e2 into a planning section, Further, the G-2 is not 

an enthusiast for supporting any particular group or individual. 

The G-2 is the fellow who says, "How can this fellow know what he's 
talking about?" He's the one who always wanted to know how, why; 
whereas if you are out making business for yourself, collecting 
information and planning an operation without an assigned job, 

your question is, "What are we going to do now? We are in business. 
We have 400 men. What will we do with them?" — 

QUESTION: Why isn't there the same self-interest in the 
operational side of a covert operation to get the facts to prevent 
defeat? 

MR. LOVETT: I thinik there is the same stimulant, but I don't 
think there is either the experience or the ability to judge the 
quality of the opposition that you might run up against. 

STATEMENT : Look at the intelligence on Cuba. Intelligence 
never predicted any uprisings and I think correctly estimated the 

Strength of the Castro government within very small limits. The 
way we run it now the intelligence people have nothing to do with 


operations, They don't even iknow where the operation is going, 


necessarily. In the case there was a general estimate 


that under was going to slip more and more under 


Communist domination. That was the tenor. The decision to do 
something in ΕΕΞΕΒ-- made on the basis of intelligence and 


not by the operators, because at that time they didn't even have 


an operation plan. 
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MR. LOVETT: I think it would be unfortunate if I left you 
with the understanding that there has not been very substantial 
progress in the Central Intelligence Agency activities, because 
there has been. In the area of communications and scientific 
forms of intelligence, the progress in the five years during 
which I have watched this thing has been quite extraordinary. 
Unless you've read carefully in this directive, I doubt whether 
you are aware of the authority which is vested in the Director of 
Central Intelligence. He has two beautiful hats. One of them 
fits snugly, and that is the head of CIA as an operating agency. 

The second hat is that of the Director of Central intelligence, 

in which he has control over the whole thing, which I suspect in 
some areas la beyond human competence because there are only so 
many hours in the day, 1 think the organization of CIA must have 
attention, and this has no bearing on Cuba or anything else. This 
is a condition that §0es back a number of years, We'lve talked 
about executive vice presidents so that the Director can have more 
time and that sort of thing, but this doesn't appeal to Mr. Dulles, 
and he has reasons for it, although it does appeal to me. One last 
thing - the amount of publications put out by the intelligence 
community in Washington is absolutely disgraceful. The intelligence 
community issues 13 daily intelligence reports - one from State, 

one from J+2, two from the Air Force, three from the Army, three 
from Navy, and three from CIA - 13 printed issues, daily newspapers, 

MR. DULLES: There's been Some reform since that date. 

MR. LOVETT: This was as of March 1960, when the President's 
Board of Consultants had an investigation made of this through the 
CIA's Inspector General; with the Burgesses, the McClains, the 
Blakes, the Martins and the Mitchells and so on over here, the 
kleptomania in these people 18 simply whetted. ‘There were six 
weekly publications; ten monthly, bimonthly or quarterly publi- 
cations in the District of Columbia, and there are many unknown to 
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me that I haven't had time to count elsewhere in the CIA and 
Overseas, There is only one counterintelligence publication 

in the Washington area, and for the life of me I have never 
been able to understand and I've never gotten an adequate answer 
to why in the world we don't realize that all intelligence is 
based on counterintelligence, We've been infiltrated until. 
hell won't have it and yet the several military departments 

and Central Intelligence have a counterintelligence activity, 
and CIA has done Some good work, They are the ones who turned 
up this fellow Abell, 

STATEMENT: We also turned up all these Sples in Britain, 

MR. LOVETT: Two questions I would like to pose to this group 
are: What's the use of having an intelligence organization Δ 
we're going to run it as a publicity operation with 10,000 people 
in Washington? I thinic we're licked, I think we're licked also 
unless we get on this counterintelligence business fast. I don't 
know whether you gentlemen have talked with J, Edgar Hoover, but 
this isn't good, | 

MR. LOVETT: We should put it in an official secrets act and 
the first time we catch somebody with his foot off base, make an 
example of hin, I tried that once in November, 1952, and I ran into 
difficulty, 

STATEMENT: I was advised by the previous administration, that 
under our constitution, we couldn't have anything approaching the 
English official secrets act. 

MR. LOVETT: I think we could have something so close to it 
that you couldn't tell the difference, I don't see how you can have 
an effective intelligence service until you get it. 

MR. DULLES: I'm first to recognize that I don't think that 
the CIA should run paramilitary operations of the type in Cuba, 


and possibly not of the type run > i The Cuban operation 
has had a very serious effect on all our work, I believe there 


should be a new set-up, I think we Should limit ourselves more to 
secret intelligence collection and operations of the non-military 
category except as they might’ be assigned to us under the control 
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of the kind of mechanism that we have been working on here. It's = 
not clear in my mind, but I'm inclined to think that in this Govern- 
ment, we do keep our estimators entirely separate from operations. 
1 think if you look at the f or Cuban estimates, you'll 
find a reasonably good appraisal of the forces in position against 
each others I think you're quite right that when you get involved 
in a thing 1ike 1 the operators, rather than the estimators, 
may attribute too much strength to the particular assets that are 
being marshalling, I think this is a fair criticism and something 
to be watched. I think, however, that rather than destroying 
everything and starting all over, we ought to take what's good 
in what we have, get rid of those things that are reaily beyond 
the competence of the CIA, then pull the thing together, and make it 
more effective, We should look over the 5412 papers and revise them 
in such manner that paramilitary operations are handled in some other 
way, It's not going to be easy to find a Place to put them; it's 
very difficult to keep things secret. We did, however, I think have 
tactical surprise in Cuba when we landed, They didn't know where 
or when we were going to land. 

MR. LOVETT: They didntt know where? 

ANSWER: There's no evidence they did, They had no force 
there to prevent the landing on the beach. 

MR. LOVETT: Weren't there some concrete pill boxes in the 
road section out from,Bahia de Cochinos? 

ANSWER: No. 7 

MR. LOVETT: It's a tough, dirty business, but in today's 
world, I don't see how we can avoid going in to guerrilla type 
operations. I think the Communist method of operation has some- 
thing we haven't acquired, and that is, the willingness to take 
abuse from the rest of the world, if it suits their purpose, 
For a long period of time, we've been primarily concerned with 
whether the world loves us. This is a false value, We have to 
acquire respect and trust, if possible, and if necessary, fear, 


or we're never going to beat these people, 
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cerned, you feel they should put their main effort in intelligence 
and counterintelligence? 

MR. LOVETT: Yes, definitely, in coordination with the 
military services. 

QUESTION: At the same time you recognize the inevitability 
of our getting into the paramilitary ;type operation? 

ΜΗ, LOVETT: Yes, it's more than recognizing the inevitability. 
I think we ought to make a national judgment that the world 15 a 
rough Place to live in; that we literally can't survive under a 
dual standard where we are the good boys. We can't fight these 
fellows successfully until we are prepared to go to the same lengths 
that they are, 

QUESTION: Since we must have an effective paramilitary capa- 
bility, where should this capability be established? 

MR. LOVETT: I have a feeling that it belongs in a nilitary 
type organization but not ag part of the Army,Navy, Air Force or. 
the Marines, I don't want to see our Services get into these 
things until there's been a declaration of war, 

STATEMENT: In the Army, they have the Special Forces which 
are organized with the concept that they would be the cadre put 
into a hostile country in time of war for the purpose of utilizing 
and organizing guerrilla assets there. They are not supposed to do 
this kind of thing in times of peace but it would be a fairly easy 


orientation, 
ADMIRAL BURKE: Technically, the Americans can train people 

of other nations, What you cannot control is what they do with 

that training, Once you've trained these people, of course, they 

have their own ideas as to What they want to do, and they have con- 


Siderable more power so they can move in‘... the direction that they 


desire to, 

QUESTION: That's exactly what happened to the Nationalist 
Chinese guerrillas in Burma. However, while recognizing that 
organization will never protect us from errors, do you see any 


reason for thinking the military shouldn't be in this? 
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MR, LOVETT: No, I don't see any valid objection to it. 
However, realistically we should be prepared to take a certain 
amount of odium without going through the rather transparent 
devices used in the past to cover our training of other people. 

STATEMENT: We train these people overtly with our MAAG's. 

For example, we're doing it in Vietnam right now. 

MR, LOVETT: In reflecting on Cuba, one wonders if the ground 
in Cuba shouldn't have been prepared through guerrilla warfare. 
If it takes 15 organized troops to one guerrilla, we should attrite 
Cuba through guerrilla operations, Then at some final point, we 
should build up a reliable core of Cubans within Cuba. I don't 
think we can build!up any kind of intelligence security outside 
of Cuba. 

QUESTION: This fomenting of guerrilla activity and the 
building up of the central core, do you visualize these as CIA 
activities? 

MR. LOVETT: I think they'd have a part in it, but a relatively 
small part. 
᾿ QUESTION: Would you work in some of the soldier of fortune 
types? 

MR, LOVETT: It wouldn't bother me a bit provided they had a 
‘fire burning somewhere. 

QUESTION: Would you comment in general on whether a landing 
on a hostile shore was within the established purposes of the CIA? 

MR. LOVETT: I believe this is-an area where I doubt that CIA 
has authority. I have never felt that the Congress of the United 
States ever intended to give the United States Intelligence Agency 
authority to conduct operations all over the earth, 

STATEMENT: That's generally our conclusion: about this, that 
it fell outside the intended purview of 5412/2. 

MR. LOVETT: But this applies to an area greater than Cuba and 
greater than ΗΝ greater than anything we have been talking 
about, The only country we don't dare operate in is ©. England. 

QUESTION: In meditating on how to tighten up our procedures 
for cold war operations to include this extreme form of paramilitary 
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operations, 


set forth on these two pages. :Would you please run through these 
and give us your reaction? 

MR, LOVETT: I think this is the right approach. It's a very 
ingenious idea. A . , 

STATEMENT: You mentioned that the U.S. military would not be 
the actual participant: in paramilitary operations, but the trainer 
of the participant, and that you would have this training capability 
in the DOD, but outside the arimy, Navy, or Air Force. 

MR, LOVETT: What I'm trying to point out are two things: one, 
I don't think that Special Service Regimental Combat Teams of the 
Army ought to be assigned to guerrilla work, but I do think that in 
the Department of Defense, made up of experts from the Army, Navy, 
Marines, and Air Force, there ought to be a group which can if nec- 
essary supply officers and noncommissioned officers in the same 
manner in which they were supplied to the Filipino scouts. 

MR. LOVETT: -There's a situation that's coming up that appears 
to me to demand attention and that is the 300 American eltizens who 
have applied for and been denied exit passports out of Cuba, If the 
facts indicate that as a result of Communist activities in Cuba, 
South America is in greater danger than we have previously been 


‘prepared to admit, then it seems to me the question becomes, are we 


as a nation prepared to say to these people: "You release those 300 
Americans by a certain date or we'll come in and get them," That's 
about as clear an invitation to war as you can’have. Unless the 
country as a whole is prepared to take that kind of a stand and 
mean it, and tell the rest of the world to go soak their heads - 
none of this kind of peripheral action is going to mean a thing. 


